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ELEMENTS OF PERSONNEL ADMINISTRATION 


First Problem 






There were hundreds of interesting answers given to the three 
questions, but to me they were surprisingly uniform, The first two were 
answered inthe lecture so for them the uniform answer was to be expected, 
The third’ question involves factors not yet covered, and in fact, that 
Will not be covered in any one lecture. The second lecture probably will 
Le 88 near it as any, but lectures three and four will also contribute 


to it so bossibly by that time our answers would still be uniform — but 
different, 


: Avery large proportion looked at the question purely from the 
viewpoint of the interest of the employee. Is the interest of the en 
Ployee the only interest to be considered in good personnel administra- 
miont What about the interest of the supervisor? And the interest of 
the employer? Whether in Government or in industry employees are hired 
not to advance themselves but to help in the accomplishment of an objec- 
Sive, Then why should not this objective be given first consideration?. 


It is generally true that the objective will be advanced most 

When employees are used on the highest type of work for which they are 
Prepared and for that reason the best trained employee should usually 
be advanced, Anyhow, as nearly everyone said, it is a good thing to 

S an understanding with the boss. A supervisor, like the rest of us, 
48 inclined to look at things from his own point of view, but mostly 
they can see yours also if given the opportunity. The following are 
Selected ag typical answers; 


ANSWERS TO PROBLEM ONH 


ls Foreman 

&e Constructive and developmental 

3. He Should use his intelligen¢e more and his emotions less, 
4lso, he should frankly face the facts or situation in a 
cooperative spirit with his supervisor, 


1. Weak ~ takes casicat method, Not human enough - not fair to 
Suployees, Should give opportunity for transfer, Should 
be entirely frank, 

&e Frank and above board discussion — real leadership. 

Be Frankly discuss and ask about the reasons, Telling 
Supervisor the way he feels about it, Should be on terms 
So he can relieve himself of his burdens to the supervisor, 


i r Foreman 
2. Developmental 
3, Transfer or bring case before reclassification boards 


‘He should be allowed to go if it would be possible. 


Se ee 


AS a repressive supervisor 

Constructive supervision 

The employee should place the general welfare of all his 

group ahead of hig own ambitions, but he should also take 
proper steps toward reaching the goal he conscientiously 

feels himself fitted and worthy for achieving. 


Selfish and shortsighted 

Constructive 

Appeal to the chief next above his supervisor in whom he 
has confidence - talk over his problem and ask for a transi) 
to another section, Regardle:s of whether the supervisor 
or the clerk is at fault it is not probable that future. 

relations between the two would be condusive to business 

happiness, 







Repressive and corrective type of Supervisor, | 
Needs constructive supervision and advice as to how he may jj 
personally develop himself and his contacts. . 


Employee should study his job and himself and broaden his 
contacts in this line of work, He should develop certain 
aims ahd seek transfer to units where his interest might 
be better developed and appreciated. He must not depend 
On others, but on himself, 

Repressive 

Leadership 


Find out about tie 


Repressive and corrective chiefly. Not enough developmental 

Constructive and developmental supervision, 

a. He should do his best work, | 

b. He should improve in his personal relations with the boy 

C. Get the boss to become more in sympathy’ with the 
employee's desire for promotion, ~ 

d. He should have the bosg see and acknowledge that the 
emplayee is qualified for pronotion, 


Foreman type. 
He could not do anything in my office, 


Foreman using repressive methods — own interest that of 
turning out work in his department above good of the 
employee, 

leadership - aid in creation of greater interest in the 
work at hand, 

Go to supervisor and have heart to heart talk —- ask définita 
how his work ig regarded ~ what his chances are, 


=~ Ow 


Foreman type, following repressive pattern of supervision, 
Constructive and developmental, 

He should attempt, through legitimate channels, to find 

@ solution for his problem in a different assignment, if 
it is apparent, after a frank discussion with his super- 
visor, that the situation is as he believes, and that no 
help from his supervisor is to be expected, 


Repressive, selfish ~ no regard for the good of the service, 
Constructive leadership - individual treatment with con- 
Sideration of his particular personality. 

Attempt to improve by education and other means at hand. 


Repressive and corrective. Military or foreman type. 
Constructive and developmental. 

Talk it over with his supervisor and be ready to do this 
without bias, Keep cheerful and if No, 1 is true use every 
effort to get a transfer. 


The repressive type. 

Needs more constructive and developmental, 

Should try to overcome the complex of thinking he does 
his work too well and try to help be more constructive. 
Should develop a more friendly attitude toward supervisor, 


| 
| 
| 
| 
| 
| 
| 
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Personnel Problem No, 2 


Again our problem is based on an actual case, but a case that rex 
presents atype of case common: to all organizations, . This. makes it a 
common problem worthy of common consideration, , The answer -is given in 
part inthis lesson, Some elements of the problem will come up in future 
lessons, but this week we want to concentrate on it from one point of view, 
In this case, "supervisor means the imnediate superior by whatever official 
title he eh ty calle sd, The case is this: 


in employee had been ey aon very well on a job and felt that 
he was a success, ; 


Then for some reason the supervisor was pecec de With the change 
in Supervisors there was a change in oes 


Also there was something of the ier bréom sweeps clean" effect 
felt at least by some of the employees. 


_Then there came reversals of longstanding policy. Things formerly 
considered good and worthy of pens ehh Sopot now became poor and subdject to 
supervisory criticism, 


Then followed on the part of the employee first a feeling of dis-~ 
eppointment, then disallusionment, - ‘sullenness, and airing iter a 


Looked at either from the viewpoint ‘of the arhree ihe supervisor, 
or the employer, it is an undesirable s ituation, 


One solution would be to "fire" the employee. But that is unfair. 
He 1s a good man with a good record, Another would be to fire the supervisor, 
But this too is wdesirable. He too is a good man with a good record in other 
cases, Hither of these solutions would be evading the issue, not solving the 


question, 
Looking to another solution, please answer the following questions; 


1. Who is to blame? Supervisor , Employee OUR ae, ? 


®. Is the question of giving and following orders involved? Yes 
No , 


3. From where should an order come, according to mimeographed 
discussion by M.P. Follett? : 


4. From where did it come in this case, apparently? 
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ANSWERS TO PROBLEM No, 2 


It 1s probable that many of the differences in answers are due 
to our different interpretations of the case and what it involves. 
It is, of course, impossible to give all the facts that have a bearing 
on the way a case should be handled. All we can do is to give some of 
the outstanding facts, then in interpreting it, each of us will be apt 
sto think of it in relation to some similar case we have known. 


For example, in this case quite a number understood that the 
change in policy came down from an executive higher up and that the 
Supervisor merely transmitted the order to the employee. Such cases 
do occur, and when they do, both supervisor and employee mst recognize 
it, accept it as a part of the situation, like the weather, unless 
there is something that can be done about it. 


For example, take promotions during the last two years. The order 
came down from Congress. Your supervisor could do nothing about it. 


But this case is not like that. As I understood it the super- 
visor and employee were not in grades near the bottom but near the top. 
Presidents and general managers deal with the same type of human reactions 
and need to observe the same guiding principles as do section chiefs 
and their employees. To illustrate this universal application of prin- 
ciples was one reason for the selection of this problem, 


A few in answer to question seven thought the difficulty was 
due to "bossism", "domineering attitude," "lack of tact," or unintelli- 
gent supervision." As I understand the case, these things do not apply. 
Both very likely had had these rough corners worn off by experience 
and both probably recognized in a general way that the situation should 
govern, or that a policy should be adapted to the situation as it exists 


The trouble seems to have been that they were looking at the 
situation from different viewpoints and neither was seeing the situation 
as the other saw it, and probably was not seeing the entire situation 
at all. The "supervisor" from his new viewpoint saw things that the 
employee was not seeing or not giving sufficient weight. But to the 
supervisor they indicated a line of action which he thought ought to be 
clear to everyone; therefore he didn't bother to explain. The employee 
thought, possibly knew, that some important factors of the situation 
were being overlooked. What was needed was a careful analysis of the 
entire situation wherein all factors would be given consideration. 


Brey 


Usually when this is done the employee and the supervisor can agree 
on what’ should be done. Where they cannot agree, each will respect 
the other's point of view, and each will recognize that the responsible® 
officer should make the decision. | 


An analytical study of the situation to determine what should 
be done in a given situation involves more than just a "frank dis- 
cussion" or a "pooling of ideas."" Frequently it involves tests and 
sometimes research. For example, the productive value of explaining 
the purpose of orders as against just orders has been tested many, 
many times. In most cases, however, it is a relatively simpbe proce- 
dure to determine what the situation demands —- that is, what should 
be done. In this case, since policy rather than method was involved, 
it is probable that the Situation was complex, involving many intan- 
Zibles. 


While, as in one case handed me, a supervisor may tell an 
employee that he is not expected to think, in reality no supervisor 
wants you to take that literally. What he has in mind is probably 
the same thing Dryden was thinking of when he said, "How many never 
think who think they dol" | 


Here are some of the answers: For 1, nearly all checked "both." 
In 2, an even greater number checked "yes." 


In reply to 3, I think everyone said "from the situation," 
although one qualified her answer by saying she didn't believe it. 


For question 7, the following are selected almost at random. 


"Rach was ignorant of the objective of the other, the employee 
evidently being without a knowledge of the reasons for the change in 
peLvicy.4 | 

| 

"The supervisor tried to make a complete change without preparing) 
the way for the reception of his changes." 


"Orders were not depersonalized." 


"Because each was thinking of his own desires ang Opinions as 
the best procedure. !! 


"They were not united in their vision and purposes with regard to 


the work; the new was superimposed upon the old without adequate | 
explanation." ] 


"An effort to change too abruptly habit-patterns of long standing 
without previously preparing the ground by enlisting approval and | 
cooperation of employees produces reactions Uae rast in paragraph 5 | 
ef problem,” i 


Ae 


"Because employees felt that there were no good reasons behind 
changes from the old to the new procedure." 


"The failure on the part of both to recognize the fact that 
they had been trained differently." 


For questiex 8, only one or two suggested the possibility of 
going over the head of the supervisor. This is quite different from 
the reaction to problem one. ‘There a great many suggested it. 

Before you actually attempt to solve some of your own problems in that 
manner, I hope you will read Chapter X in the "Technique of Bxecutive 
Control" by Schell — P.K. 
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LEADERSHIP vs COMMAND 


Your analytical statements on command and leadership were interésting 


and covered the subject remarkably well. I thought at first that I would 
have some of them reproduced for you, in order that you might see what 
others had said. It seems best, however, just to comment on some of the 
outstanding differences, 


The chief difference of opinion is with regard to the advantages of 


| command. Quite a number are unable to see any advantage, while others believe 


that command has an advantage in cases where quick action is required, as in 


emergencies, or where there is not time for the leader to establish a leader- 


Ship relation with those from whom action is required. Also, there is an ad- 
vantage with a certain class of individuals that are not easily led. Where 


| teadership fails, command will get some results. This, I believe, is in line 


with the position of most industrial relations experts. 


Another opinion expressed by only a few is that the ignorant and 
uninformed are the most difficult to lead. The majority opinion seems to 
be that just the reverse is true. 


Command has another advantage in that it is the more easily learned. 
1t does not require the intelligence or the skill and training. Therefore, 
when leaders are not available one must resort to command. It does not 
follow that command at its best does not require a high degree of intelligence, 


Quite a number believe that command will secure greater production. 
I find statements such as these,"Pressure may increase volume production," 
"Gets results," "Gets work done quickly." Now, if this were true there would 
be few advocates of leadership: The objective of both is to turn out the 


work. But actual tests, following research methods, have shown that, for 


men working in groups, force or command, that type of pressure can produce 
only about fifty per cent efficiency. No matter how great the pressure, 
human nature is such that it manages always to hold back a reserve, Some 
individuals may be pushed too hard but not the group. Industry is looking 
for leaders because they produce. As said before, some people refuse to be 
lead and for such fifty per cent is a lot better than nothing. 


Then I find such statements as these: "Command puts welfare of 
organization first" and that leadership "emphasizes morale and loses sight 
of end’and aim." The first of these statements is true but it applies also 
to leadership. To lead, one mst be going somewhere. Morale cannot be high 


Ome 













unless the employees believe in the objective. Morale, like good working ji] 
conditions and contented workers, is a by-product not an end in itself. i] 
one of us mst remember that the organization comes first. Jobs do not ex 

(except in relief work) for the benefit and individual happiness of employ 
but for the furtherance of an objective. This is just as true in governmey 
work as in industry. Only government work has the advantage that the ob jeg 
usually has more appeal. . 


It so happens that I will contribute more to the objective under ong 
set of conditions than I will under another. If you are my boss it is you, 
job to find thet set of conditions, On the other hand, if you cannot findg) 
it with reasonable effort and I do not produce to standard then the job sh 
go to someone else, In other words, the good of the organization mist com 
TAarSte : 


There may be exceptions to this general rule. For example, there aij 
people so inefficient that it does not pay to keep them. But an organizatal 
that refuses to employ its share of such individuals is shirking a part of} 
its responsibility to the community. 


eee 
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Personnel Problem No. 3 


Out of the nearly 300 cases handed in I have selected four for 
your consideration, Everyone of the 300 are good practical cases for 
consideration, Some indicate faulty supervision and others a decidedly 
wron# attitude on the part of employees. Neither a business enterprise 
nor a Government department is run forthe convenience and satisfaction 
of the employee. ach has an objective-- something to be accomplished. 
The employees of either, both supervisor and supervised, should give 
the carrying out of this objective always first consideration. The 
welfare of individual comes second, It is true as has been stated that 
the real leader tries to make employees enjoy their work, but the en- 
Joyment is a means not an end, 


However, let the very best leader do the best he can, there 
Will still remain some hard, disagreeable jobs that someone must do. 
4nd try as we will, it is not always possible to prove that the other 
fellow should do them. | 


The full solution of these problems has not yet been covered 
in our lectures, For the present we need consider them only insofar 
as we have gone, First we hadthe value of leadership over command; 
next we had the development of the idea that "the situation gives the 
order," That is, if the Supervisor and the supervised would each 
analyze the situation they would each come to the same conclusion as 
to what should be done, So the order does not in reality come from 
the boss; he merely expresses the need of the situation. 


In our third lecture we had discussed some of the methods 
that help to make the work interesting. These are sometimes segre~ 
gated into four groups. First, the financial incentive. It has its 
Place, but its application in Government work is limited, Next comes 
craftsmanship, This means that the supervisor can take advantage of 
our instinctive pride in good workmanship to get us to do more and 
better work, : 


Third and most powerful of all is our "need for social ae Dee 
We all want to "be somebody" in our community and "amount to something, 
Then fourth comes loyalty, Not so much loyalty to the boss or the 
department as to the idea or objective -~ the thing the group or 
department is trying to put over. 


ae 


Consider these problems primarily from what we have learned — 
in these three lectures, Possibly before writing your size-up of the - 
situations involved, you would like to read: 


"Organization Engineering", by Dennison, pages 64 to 104, 


"A Personnel Systemfor the Federal Civil Service," 
hapter 6, also page 174, 


i "Handbook of Business Administration," page 1168. 


"The Taylor Society Bulletin,” June 1930, article by 
Whit ing Williams, page 182. 


"Technique of Executive Control," Chapter 4, 


PROBLEM I 


What method is suggested of handling an employee, now ina 
minor (grade 2) clerical position in this Department, who formerly 
held for years a supervisory position in another Department, with 
complete charge of about 100 employees (but which position has been 
abolished), and who continually reminds everyone in the office of 
the important position she is accustomed to hold. thereby making 
herself very obnoxious to everyone inthe office? 


PROBLEM II 


A girl I kmow started working at Grade 1, $1260, and a few 
months after her probation period (six months) was finished she was 
promoted to Grade 2, stenographic. This girl entered Government 
service about 5 years ago. For the past 4 years and a few months 
she has been working at $1440, She is always complaining because 
her Bureau won't "give" her Grade 3 (CAF 3). She does nothing to 
raat hy herself in the way of education and yet she expects them to 

"rive" her a raise. 





PROBLEM III 


On a certain work project, the supervisor divided his crew 
into two groups, a slow group and a fast one, The fast group did 
800 units a day and the slow group, 600. The pay in each group was 
exactly the same, yet the men considered it a privilege to be promoted 
from the slow group to the fast one and would do most anything to 
hold their place once having reached the fast group. Yet in reality 
all there was to it was a chance to do a third more work for no more 
paye Why was it? 


4 
| 






PROBLEM IV 


A young man was employed as an accountant in a certain bureau 
of one of the Government Departments. He was classified as an account 
ant, and as such expected this particular kind of work. 














~~ SO = 


Upon employment he was given clerical work, which was named 
audit of vouchers, There was some satisfaction gained by the young 
man for the first few months, but thereafter he became irritable and 
very dissatisfied and continued to be so for the entire year. 


The type of person inthe position of executive was one of 
the military type. 


What in your opinion could be done to clear the trying 
Situation? 


QUESTIONS 


1, Does the soluction to Problem One come within the scope 
of the methods discussed in lectures so far? State briefly how it 
might be approached, 


2. What is the problem in Problem Two, or is there ons? 
What "order" does the "situation" seem to indicate? Do you think 
it has ever been analyzed by either the supervisor or the employee? 
Or is it a case of finding the proper incentive? What would you 
suggest? 


3, What incentive do you think was used in Case Three? 
Does it depend on "leadership" or "command" or neither? How in your 
Opinion was it done? Be brief, please. 


4, Without knowing more about it, in Problem Four would 
you say the chief difficulty is in the supervisor or the employee? 
Is there anything in our lessons so far that might help either or 
both to a better understanding of the situation and thereby to a 
solution? 


With several hundred papers handed in there is a chance 
that the longest papers will not be read, That, I presume, might be 
called Problem Five, Anyhow, one way or another, please think about 
these cases, analyze them and then exoress and hand in your comments. 


Poke 
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PROBLEM 3, DISCUSSION OF: PROBLEM 5 


Discussion, of Problem 3 





In our discussions of the cases given, there is considerable 
difference of opinion due largely to differences in interpretation, 
. As I suggested in a previous lesson, when one is given such a meager 
| factual basis, one tends to read into it other facts based on some 
Similar situation that one has kmown, While your case may be similar 
as to the facts given, many of the contributory factors may be entirely 
| different. So one of us will think the boss is to blame and the other, 
| the employee, 


| In reading over your replies at times I get confused, We have 
had two fine lectures on "leadership". Hveryone seems to accept the 

idea that the "supervisor" should be a"leader". But there our agree 
ment seems to end, Can one be a "leader" in the abstract or does one 
lead somewhere? And in a Government bureeu or in an industrial organi- 

| Zation in what direction should he lead? What is his objective? If 

| it is not toward more and better work, then what? What are we employed 

| for? Every employee as well as every supervisor should be chiefly 

_ interested inthe work, for after all, that is the only excuse for any 

of us being here, | 





I have selected quite a number of typical answers for your 
information. There has been no attempt to select the "best", for 
after all the thing that counts is your own final decisions as to 
What is best. Another thing you should recognize is this, your first 
feaction is apt to be an emotional one, but after you have expressed 
your feelings, you will be better able to analyze the situation on basis 
of its merits and arrive finally at a conclusion in which your reason, 
not your feelings, govern, 


Here are the discussions: 


CASE I 


ee 


ie, I think this solution has been offered, It might be approached 
by appealing to the person's pride, If they could be shown that their 
work is important they might take pride in trying tg do it better, so 
as to impress others with their work and importance, 


Oe. Apparently solution has not been discussed in lectures to date, 
however, the status of this employee does emanate from a situation . 
Which was: beyond her control, and consideration should be given to this 





os gris 


point of view, Supervisor may improve the situation by showing anh inter} 
est in this employee and acknowledging her ability and previous respon= 
sibility, At least make an attempt to arouse her interest in her present 
assignment -— to look ahead and not dwell on what has been, 


3, Yes, because of failure of a joint study of the situation. 
Experience has taught me to make no reference to my former secretarial 
duties in industry with its annual periods of welfare activities. The 
average mind of Government employees is closed to all suggestions for 
progress, hence the inertia which exists to such a marked degree. ‘ ‘ | 
Initiative in thought and action is barred. Let us hope a new policy wil} 
soon obtain as a result of the study of ELEMENTS OF PERSONNEL ADMINIS— | 
TRATION. Moreover, there is a strong aversion towards new employees. | 
Dr. White in his lecture made reference to the new employee. | 
4, The approach to the solution of this problem depends on the | 
Qualification and personality of the employee. The fact that she re- 
minds everyone of the importance of former positions seems to indicate | 
an unfitness for higher grade job, especially supervisory, as it shows @ 
lack of tact in dealing with others, ‘The employee should be told fronkly 
that it would be to her advantage to talk less of former jobs and advised) 
i try to find an opportunity for transfer to a job which is more to her | 
iking, 


| 
f 
qh 
l 
: 
: 


| 

5, The solution of the problem comes only partially within the | 
subject matter of the first three lectures. I doubt that the supervisor) 
is involved in the problem as stated as it does not suggest failure to § 
obey or carry out orders, The absence of the financial and craftsmanshipy) 
incentive the employee has been used to has caused her to direct her \2 
energies along wrong lines, Since she hes had supervisory assignments i 
{ 

s 


| 
} 
|| 
| 


é 
§ 
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She might be appealed to on the basis that she is fostering low morale 
among the group. While the immediate supervisor might be hesitant to 

handle this situation, I suggest the situation be reported to the head — 
of the section and allow that party to adjust the matter. 


6. I believe this situation calls for real "leadership" on the — Gq 
part of the supervisor, It is necessary to get the employee so interestel| 
in her present job that she will feel.it is as important as the old job. Wy 
She feels deeply the "need for social respect", which she feels she has i} 
lost by being placed in a minor position, If at all possible the super— jj) 
visor should use her as an assistant in some way, however small, or give {4 


her some portion of the work which she can feel she can do better thar to 
others, ‘ 1 
C _ Problem One comes within the scope of the methods discussed. \t 
Supervisor —- probably has paid no attention to the case, 1) 


Huployee -- Her attitude does not show a trait of good leadership, but thi{ 
present job has given her a feeling of inferiority. She has 
need of "social respect" which she tries to obtain by taling |} 
of her previous accomplishments, 





| 








I suggest a conference. 
jal 


f hor qualifications merit a eR Sue position, she should be Sermitten 
to advance and exercise ‘supervisory abilities, 


4} If she is old or incapable of higher responsibility, a conference should 


- bring her to the proper solution of the strained situation. A- 
change might be advisable, 


jl. 3 The solution to this problem (if there is one) is for the 
| supervisor to try to get this girl to work in such a manner as to justify 


her promotion to Grade 3, In the problem given, it oe seem that the 
girl is inclined to merely feel that she is securing a job and making no 
effort to actually fill or "hold it dow", It does not seem that this 
has ever been analyzed by either the supervisor or the employee, It does 


jnot seem that the problem of incentive could enter into this, as she seems 
to have es a "don't care! attitude. i would suggest Me she be 


ma It seems apparent that a wrong standard of accomplishment has. 
{grown up in this girl's mind, due to the fact that she was advanced 
pauiekly frou one grade to the other at the start, Proper leadership 
ishould find the rights incentive and bring the employee to a senee of 

| pride and satisfaction in doing better work —- suggesting means of self- 
}inprovement and further education ~= all of which should eventually bring 
the desired rating, 


Bad’. The problem in this situation is to induce the employee to 
five sonething in return for the raise to which she believes she is en- 


}titled, The. "situation" indicates an "order" for her to earn that which 


she desires, 


The situation has not been analyzed by the employee, and as 


| been by the supervisor only to the extent that he knows she is not de+ 
Serving of a ceed grade, 


they. ous should discuss the situation, and set forth clearly 
the dmprovenent required as well as the financial incentive present. 


4, There is a failure of the supervisor in playite up incentives 
other than the financial, It appears this failure started when the en- 
ployee first went to work, The first pronotion had the effect of setting 


up a financial incentive only. ‘The supervisor should also make it clear 


that advancement depends on an employee not only doine the work assagned, 


}out preparing oneself for a higher job. Should bring out that other 
jthings beside seniority are considered in makihg promotions. 


a 


case TLL 


l. Pride of profession, On leadership, All the workers “i 
who of them were ren’zed in the fast and who in the slow groups; pride 
of performance urged them to desire ranking in the better class. 


on wed fouueoctal respect". Depends on neither leadership nor | 
command, I do not believe the situation described ever existed for long yy 
infact. Too much like the school-marm device of putting the smart boys 
in the front seats, 


Be Appeal was made to pride as discussed in the third lecttings 
Such appeal is made only through "leadership " never by "command and 4 
pleasing results are accomplished through definite planning on the part 
of the supervisor and complete understanding on the part of the exployee | 
in regard to the demands of the service. It is "a happy and satisfying | 
experience for people," 


4, Leadership. Appeal to the instinctive pride in good worknan~ 
ship. Desire for the prestige created by the faster group. | 

. | 
5» Pride, leadership, keen application of psychology. |: 
6. he results obtained by dividing the group into slow and fast. 






sections were based on appeal to the competitive instinct. This nethod 
may get results in an office doing great quantities of routine work but 1 
for steady year by year workers there would be an increase of dissention jj, 
and personal antagonism among them as a result of such continuous ex- 
ploitation, Neither leadership nor command was used, but merely ex- 


ploitation of human nature in its lowest form. 





To Pride in being capable of excelling in one's work was largely. 
the incentive used in this problen, The average individual has a desire 
to outdistance his fellow employees and associates in almost every endeav 
This desire does not wait for promise of material gain, but is satisfied 
by the Imowledge that one cannot only perform the duties, but can also 
perform them well and nore efficiently than many of his associates who art) 
receiving the same material compensation, Pride is a stimulant not to bey 
lost sight of by either the employee or the supervisor, 

In this case the results were partially produced by a "leader- | 
ship" class of supervision, rather than the "command" type. However, an | 
employee who has the desire to excel is not entirely dependent upon any || 
type of supervision, and with a degree of pride in his work, will succee 
despite the type of supervision, . ; 4 


Cuil 


8. Most people wish to feel they are considered good workmen, and 
it would be intolerable to be put in a "slow group" no matter how hard 
one had to work, It is hunan nature to try to be first, and then too, : 
if there were any promotions. to be made those in the fast group would be | 
selected first, i 

It was a clever case of leadership. 


Ie In this case we find an excellent leader. He works on the 
instinctive pride of the individuals and gets results, 


ay 
CASH IV 


jl, _ This employee should be satisfied to do auditing work without 
grumbling about it since it is in line with his training, being so closely 
fF associated to bookkeeping, particularly in the Government service. If 

| he wants to do purely bookkeeping work he should look for that type of 
position but until then be satisfied with his job. The supervisor being 

| of a military type is unfortunate in itself, It ‘would seem here that the 
| Supervisor, however, is not at fault since such a situation could exist 

| under a supervisor not of military type. I think a great problem exists 

| always how to handle a Supervisor who is of the military type and one 


| Which I wish I could answer. I wish you would put a question in on this 
i the next tine, 


. 2. This difficulty here seens to be mutually divided between employer 
} and employee. That is, they both don't have a clear and mutual understand- 
} ing of each other in order to carry on the work in a proper manner, The 

| Suployer should Clarify this situation by advising the employee in things 

# to be accorplished by cooperation, The employer also has in mind a better 
/position for this man and does not desire to lose his services, but is 

} reluctant to advise him as are all of the military type of leaders, 


13, In this case, the chief difficulty appears to be with the en 

j ployee, whose attitude toward his work is entirely wrong. If the executive 
| Were endowed with the qualities of leedership, he should be able to correct 
| the employee's attitude toward his work by impressing upon hin the in- 

# Portance of doing well the wofk assigned hin, so that he would demonstrate 
j dis Capacity for advancement or transfer to a position nore to his liking 

} should the opportunity present itself. 











14. Probably the greatest trouble is the supervisor, If he were 

the leadership type, he would make the young man feel that he was helping 

}} the organization most by doing the work he is doing, which is very necessary 
and must be well done, 


15. Chief difficulty is supervisor. A misrepresentation in employ- 

} ing, Situation gave the order for consignment to this necessary work, 

| Supervisor should explain that this job offers present employment and 
places employee in line for accounting job when opportunity eccurs. Should 
| Tecognize obligation to properly place employee in accordance with his 

J training when conditions pernit. 


6. Even though the supervisor is of the "command" type, I think 

the employse is probably the one uost at fault, Many people, both in md 
\ a of the Government service have to accept positions of agrade lower 

} than they think thenselves qualified to hold, The right kind are sure to 
|Tise, using every opportunity, even in ninor positions, to learn all they 
fj can about the organization and about general methods of work, Until 

} Spportunity offers for something more to his taste the young man should 
find some suitable forn of self-expression outside of office hours; should 
|2et plenty of outdoor exercise to build him up physically so that he will 
not get “irritable and dissatisfied," 








Paes 


fe The fault here is with the supervisor, primarily. Apparently 
this employee was not dissatisfied with his work in the beginning and 
the supervisor could very probably have created a real interest on the 
part of this employee in his work had he stressed the importance of it — 
and allowed the employee to feel that it was more than just an unpleasant 
routine job that someone had to do, No doubt an expression of satisfac- | 
tion, from the supervisor, that he had someone with a knowledge of 
accountancy on the job and thus equipped to do it well, would have im- 
proved the situation from-the standpoint of the employee, also, and 
‘helped to keep him interested in his work, 
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Without posing as an authority on the subject, it seems to me 
that I should have the same privilege that you have had and be allowed 
to comment on each of these cases, None of the cases are unusual, but 
any one of them may be difficult to handle, In considering them we must] 
consider the total situation, not just the desires of the employee. One) 
of the most important phases of the situation in many cases relates to 
limitations to the supervisor's ability to respond to demands. He has 
work to get done, It happens to be a certain kind of work, not just what 
ever someone wants to do, and as to promotions, for two years they have | 
been against the law in Government work and almost unknown in industry. WN 
Then this thing of work, the supervisor does not have an unlimited numbem),, 
of all kinds of jobs to meet individual fancies. In the field. service 4% 
of our Bureau, in one unit we have a number of 3200 dollar positions fill 
by men who a few years ago were receiving five to ten thousand a year, 
Should they sulk around and lay dowm on the job until we have a ten Wh 
thousand job for each of them, or should they step in and give what they I}; 
have to the job that exists and for the salary it pays? 


CASE I 


As has been pointed out by scores of you, this would be a difficul 
case to handle, We all instinctively strive for social recognition. The} 


than by direct attack, Since the employee feels degraded, the problem is} 
to develop a feeling of worthwhileness in the work being done. ‘There is ™ 
probably no chance to again put her in charge of a large group. So play 

up the opportunities and the importance of the present job. Ask her for | 
Suggestions and advice. Treat her as of value and get her to thinking 
about how to build up her present job. Remember that an important person}, 
can make. any job important, And do not build up a false hope of advance-|* 
ment, 


7 
| 


CASH II, 


The situation governs and a part of the situation during the last 
two years has been an act of Congress, The supervisor very probably had 
no authority or opportunity to give her grade three, In such a situation 
Some employees respond one way and one another. The supervisor should of 
course use all the devices so far discussed in our lectures to try to in-} 
terest her in her work and to make her work interesting, i" 


- Sea ood 


CASE III 


























I was somewhat amazed at the differences of opinion on this case, 
nf Why it is a crime to make people enjoy doing more work instead of less, 
~gi failto see, Likewise I am surprised that any of you should refuse to 
pdoelieve that anyone really prefers to do more instead of less. From ny 
experience, I believe that the normal healthy individual likes to oxtené 
jhimself, It is the reverse attitude that is vunatural. 

In this case the supervisor did a simple common sense thing. He 
Jallowed the fast workers to work naturally and enjoy their work, The 
slower individuals were also happier because they also could work at a 


natural pace without being crowded and harassed by the boss or their more 
}capable fellow workers, 


CASE IV 


! In this case what reason is there to believe that the supervisor 
ad at his disposal more important work or that the job was rated higher 
jthan it should be? The facts as stated are that a man was hired for a 
very important and necessary job, a vital part of any accounting office 


We do not know what the supervisor did or did not do. Nothing is stated 
ges to his acts, only his type. The fault may have been with either tne 
One or the other, but when a full grown man accepts a position, takes the 
money and then sulks like a spoiled: child for any reason whatsoever, he 
jioses my sympathy. He exhibits a fundamentally undesirable characteristic. 

nen this happens there is another obligation and responsibility of super- 
ail isors involved that has not yet been discussed. There is their obligation 
to prevent undesirable employees from obtaining permanent appointment. 


Visors to take proper action with unmeritorious probationers is the great- 
i : 
jest weakness of the merit systen. 


PROBLEM 5 


For our lesson this time, I am going to try a different plan. 
Instead of giving four cases and asking you to brief your replies to 

an extent that inhibits normal methods of expression, I am including 
Only one case and will allow you one full page. The case is not ex- 
factly what I would like to have to go with the lecture, but still it 
lis a pretty good case. I won't say it is typical for the Department 
“lof Agriculture, However, I do not kmow all that goes on in the Depart- 
ment, It may be our case. 


| The case involves three people: a stenographer, a "boss", and 
la chief clerk, Instead of doing as we have in the past, and saying 
jthat the boss should have done so and so, let us try to analyze the 
Jacts of the three individuals and determine as well as we canwhy they 
reacted as they did, Of course, the whole story is not there and we 
ishall each add details according to our experience and observations. 
We should determine reactions or actions and their causes as well as we 
jean from past lessons, 


Waele 



















Why did the boss, for example, want a stenographer when he did 
not have work for one? And why did not the Chief Clerk take action | 
when he found that tine of an euiployee was being wasted? Follow through | 
on all acts and try to analyze them, The reason for doing this is that — 
after determining why, we are in a better position to determine what is | 
needed to change any undesirable condition response. Possibly some of 
you will read in "Psychology for Executives", Chapter 1, on "why men are 
what they are’, The other references are not closely related to the 
problen, 


A young lady, an excellent stenographer and bookkeeper with severg 
years experience, resigned froma fairly good position as secretary to a 
district manager of a cormerciel firm in order to accept a position in 
Washington as clerk-stenographer with a certain Department, confident of 
her ability to perform the work satisfactorily and win promotion in due | 
time, Unfortunately, she was assigned to an office in which there was 
practically no work (about 13 to 2 hours per day - and she had been ac= 
custoned to working hard from 8330 to 5) with en average of about one 
letter per day being the extent of the stenographic work, Naturally, ; 
Sitting around with nothing to do most of the day quickly grew mono tonou 
Every tine she requested the Chief Clerk (having already uentioned it to 
her "boss" several times) to transfer her to another office where she 5 
might have uore to do, her "boss" would object on the basis that the off. 
rated a stenographer and that he was going to have everything that was ¢ 
ing to him, and refused, accordingly, to 0,K, the transfer, and the Chie; 
Clerk, being an easy going sort of man, would drop the matter. 


This ran along for several months until finally a very tense situal 
ation developed and one day sone very pointed renakks were made to each | 
other by these three, with the result that the girl was detailed (not h 
transferred) to the file room, on account of the antagonism which develoj 
frou the remarks, and assigned to indexing, No doubt her record will be 
marked unfavorably, 


REFERENCES 


By our lecturer, H, §. Person, Chapter 16 in "Scientific Foundations of 
Business Administration," 4 


"Scientific Managenent and Hconouie Planning" in the Taylor Society 
Bulletin for Decenber 1932, 
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Personnel. Problem No. 4 


Two cases have been selected from those handed in by the 
class and one borrowed from industry. This industrial problem was 
furnished us by Doctor Feldman, one of our lecturers in this course. 
Your first reaction may be that Government work is different and that 
therefore the case does not apply, but after all, human nature is the 
Same and the basic principles of leadership are the same in both 
classes of work, We thought possibly the outside case would be easier 
for us to view in a detached, unemotional manner. 


CASE I 
A clerk failed to record a new symbol on several vouchers. 
The chief clerk over him “bawled him out" before the whole office 
imeorce, It was not really the firstenared clerk's fault, as he never 
| had been given the circular instructing the use of this symbol. 
Strained relations developed leading later to an open break, 


CASE II 


A has worked in a particular section for 3 years, knows his 
work well, but is very high tempered and has none of the qualities of 
a good Ee sritincie’ When a supervisory position is opened B is appointed 
in charge of A. B has no experience in the work and is very lazy. A 
resents being under Bts supervision and considerable friction develops. 
What is the division chief to do to smooth out differences and remove 
driction? 


CASE III 


A well known insurance company has recently completed three 
| years of reorganization which has called to its attention sharply the 
| relation between the capacities of the supervisors of certain of its 
| Sections and the efficiency of the working force of those sections. 
| The company is now at the point of considering in what practical ways 
it can put this information to the best account, 


| This case provides so perfect an illustration of the matter 

under discussion that some readers may find it difficult to accept the 
Situation as an actual one. Hence it may be well to state that the facts 
given below are entirely as related by an axecutive who has read and 
approved the statement, and that only minor changes, intended to make 

the identity of the concern less recognizable, have been introduced, 
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The home office of this company employs several thousand clerical - 
workers. Of these approximately 1000 are engaged in certain osscnta 
routine of issuing policies, taking care of lapses, revising old policies 
and providing for transfers of policies. These 1000 employees are prac= = 


tically all girls, subdivided into 22 sections, doing identical worke 


By 1927, this whole group had been under uniform, consistent 
management of a high grade male executive for almost two decadese Accord | 
to the informant every detail of the work had been completely studied to | 
reduce unnecessary routine. Conditions had, as far as possible, been 
standardized, and production standards had been set. A continuous intere; 
had been maintained in possibilities of improvement. The result was that 
management had come to believe, and apparently with good reason, that 
further gains in these 22 sections were to be found not in further system 
zation from the top, but in certain intangible personnel factors which 1 
would promote more industrious and careful work by the employees concerne@ay 


Early in 1927 a new plan providing for group incentives to the ae 
sections was inaugurated. Briefly stated, the plan was as follows: Firs) 
costs of the various sections for the previous year, 1926, were carefully 
computed. Each section was then offered a group bonus of 50% of the savil 
it could effect over the cost of that year as a base, Ali members of 4 
section, including the supervisors, were to share in these savings monthly 
on the simple basis of salaries, These individual salary increases were 
to be administered as heretofore, in accordance with established coanpany 
policies, and were to be unrelated to and unaffected by the group bonus 
offer, Therefore, the employees in any section had nothing to lose by the 
new plan, but could gain an additional increase in salary commensurate 
with their group showing. There was no competitive feature among the secs 
tions in the plan, the "bogey" being each section's own record for 1926.6 


At the end of 1927 every section had made some improvement. But 
there was a large spread in the results. The lowest saving was 2%, the 
highest 12%, and several were around a modal point of 8%. When these resul) 
Were published, the unfavorable comparison for many sections naturally led} 
to discussion as to whether a more uniform high improvement could be obtaial 
There was much discussion because the section supervisors of the lower 
brackets had their own explanations of the situation, 


These explanations by those with small savings in costs divided 
themselves into two kinds, One group of supervisors took the position tha 
they already had such a near-perfect condition of morale and efficiency 
that very slight improvement could be expected, and that therefore the 
higher bonus earned by some other departments was an unjust reward for past . 
inefficiency, This was the feeling also of many of the employees who | 
suddenly found themselves at a disadvantage as compared with fellow worker§} 
in.other sections who previously had been earning the sam@ salariese | 
Another group of supervisors explained the disparity by a different line 
of reasoning. Their point of view was that there were inequalities among 
the sections responsible for the showing, such as difference of working 
conditions, a poorer grade of employees, etc. A supervisor would say: 


df Ene Uh ee, 
TORS yes, if I had Section X and its group I could have made just as 
good a showing or better. But Supervisor X should try.a hand with the 
green hands and numskulls in my department and we'd see how much of a 
bonus there would be," 


Early in“1928, to mect' these criticisms the management of this 
division shifted practically all the section heads to different sec- 
tions, with the general aim of puting those who had been in charge of 
above-ethe-average bonus groups into those of less-than-the-average 
sections. The hope was to’ obtain a first demonstration as to whether 
differences in results were due to differences in management or differ- 
eneeés in conditions. At the beginning of.1929, the range of progress 
was again compared. In this case the lowest saving was 6%, the highest 
18%. Thus the range of difference from highest to lowest was only a 
little less, though the general plane of comparison had been raised, 
But the striking thing resulting from the listing was the fact that in 
‘progress made the order of the supervisors was practically the same 
The previous leaders were still the leaders, the laggards were still 
the laggards, and the few changes in order involved were those in which 
two or three supervisors had moved relatively only a step or tW0. 


However, the allegations of the supervisors not near the top 
continued as before, the assertions being that the changes made had 
benefited some supervisors and made the situation worse for the others, 
§ The old complaint reourred, "If supervisor Y had gotten my section, 

pshe would have had the worst,",. etc, 


: Harly in 1929 the management met the situation a third time by 
shifting, practically by lot, 20 of the 22 supervisors. Although they 
were thus reassigned by chance, the listing at the end of the year again 
showed the surprising result that in progress made the same order of 
supervisors prevailed, 


further analysis revealed certain other significant facts. The 
most notable was in regard to the varying quantities of errors. A 
weighted record of these errors applied to the 1929 and 1930 earning 
records showed an absolutely perfect correlation between the standing 
of the accuracy record of the work under a supervisor and the starding 
on the earning record. This suggested that better quality as well as 
higher quantity was being obtained from the supervisors and groups 
earning the highest bonuses, and that if.the results were a reflection 
of differences in capacity for leadership, accuracy was an important 
factor, 


In the company, the records of these three years is now regarded 
by certain executives as. proof that the differences in the costs = and 
therefore of the efficiency ~ of these sections constituted difference 
in the level of executive leadership of the supervisors. The question 
therefore confronting them is how this conclusion may be used for the 
practical purposes of the concern, 


ey Le 


These three cases will, in a way, constitute our first exami- 
nation. So be careful to have your name on the paper you hand in. 
Your answers should be based on the four lectures or on reference read- 
ing. If your answer is based on reading, please give the exact re- 
ference so that it can be checked.” What we are asking for is not 
your personal opinion, but your interpretation of the application of 
what we have been told by our instructors, 


Let me caution you again about giving brief, concise answers. 
An extra sheet is attached for your replies, With hundreds of papers 
to read, long discussions cannot be graded. We want you to state your 
case fully, but not argue it. If you write your replies out on a 
Separate sheet of paper before using the attached sheet you will be 
able to condense your answers into the space provided, 


While this is in the nature of an examination, there is no 
prohibition against discussion of answers with others, ‘The only thing 


is, be sure to use your own judgment. Since copies of the lectures are 
not furnished, you will have to rely on your notes, 


ANSWERS TO PERSONNEL PROBLEM NO, 4 


Questions and Answers 


CASH I, As a leader, what three mistakes did this chief clerk make? 


CASH II. On the basis of the facts as stated, give three things that 





indicate that A would not be a good leader and that may have ~ 


been responsible for B being chosen over him for the super— 


visory position. (Give one important step in good leadership © 


in which B probably failed, 


CASH III, If you were put in charge of the sectionwith the lowest 
production record, what are some of the things you would 
do to increase production and bring it up towards the top, 
Give specific steps in one, two, three order. 


In connection with the above possibly you will want to read some 
of the following: 


‘The Technique of Business Control, by Schell, Chap. 3 


Job-Load Analyses, by Loveridge, page 3 "of Hxecutive Work" 
and page 9, "Aims", 


Handbook of Business Administration, page 1196, "the Foreman 
aS Manager," 


An . / 
Bulletin of the Taylor Society, Vol. 7, No. 2, Article by 
Leffingwell, Vol 14, No. 3, Article by Fuller, 


Office Management, by Galloway, Chap. l. 


¢ 
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ANSWERS TO PERSONWEL PROBLEM NO, 4 
Questions and Answers 


| CASE I, As a leader, what three mistakes did this chief clerk make? 


| GASH II, On the basis of the facts as stated, give three things that 
indicate that A would not be a good leader and that may have 
been responsible for B being chosen over him for the super- 
visory position, Give one important step in good leadership 
in which B probably failed, 


Ill, If you were put in charge of the sectionwith the lowest 
production record, what are some of the things you would 
do to increase production and bring it up towards the top. 
Give specific steps in one, two, three order, 
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Your papers, and there were relatively few of them, have been 
read and graded and the grades recorded, In grading we refused to 
accept indefinite statements such as, "stimulete interest", unless you 
told what you did to stimulate interest. And there were a lot of these 
generalities$t Of course they mean something and in a way express things 
that need to be done, but as a supervisor on the job you don't just 
"create interest", you do sowe definite thing for that purpose. 


Another thing ve had to guard against was the saying of the 
Same thing in two ways, As for example, "He used wrong method of 
|} reprimand", and "Should not 'bawl him out! before others," Or, "He 
| Was high tempered" and "He lacked control of his emotions", 

.We tried to base our grading strictly on the lectures and 
accepted the following answers as right, although we did not require 


that they be stated just as we have stated them, If your meaning 
_ Seemed to be the same or nearly so it was accepted. 


CASE I 


l. He failed to see that the written instructions reached the 
worker, 


&. He failed to check up to make sure that worker understood 
instructions, 


3, He took action (bawling out) without lmowing the situation, 


4. He gave public reprimand (There are cases where this is 
_ justified). 


5. When discovered, he should have aclmowledged his mistake, 


CASH II 
(a) 1, He was high tempered. 


2, He let his emotions govern rather than the situation, in that 
he showed resentment toward B when B was not to blame. 


3, He deliberately failed to work for the interests of the group 
when his personal desires were disregarded, His reaction to the situ- 
ation was "childish," 


— Ou 








(b) B in such a situation should have discussed the situation with A, 
eulphasized the fact that he did not select himself for the job, out that — 

Since it vas done they should. both male the best of it and work for the . 

g00d of the group; also acknowledgo A's superior workmanship and ask hig 
help. He probably trica to ignore A's situation, but it bad to come out 
end being suppressed caused it to get worse instead of better, 


CASH ITI» 


This case was very carefully worded to eliminate all mechanical. 
factors, in fact everything but the supervisor. Therefore the things 
that Doctor Person emphasized most — enalyzing job to eliminate waste: 
efforts, definite instructions, definite routines, etc, —~ had already 
been done. The problem said "every detail of the work had been completely 
Studied," $0 the things one would ordinarily do first in a case of low 
efficiency were ruled out in this case, Also financial incentives were 
ruled out as* they had already been Supplied and were satisfactory, There 
Temiined then, only those little things that one does to malte it easier 
and more interesting to vork together as a group, Doctor Williams em 
phasized some of these things: 


1. <A group objective definitely imown and understood, The objectir 
in this case was to beat the old low record, be recognized as a Nhigh" STOUR 
and incidently get tue bonus, 


&. Discuss objective vith group and plan with them —~ ask their 
Cooperation, Make it a eroup affair, 


3. Have an understandable measure of accomplishment as it applies 
to each so that the ones either holding back or doosting up the eroup 
record can be recognized by the worlters, 


“. 4, Post the record daily or weekly ag compared with the old 
"Door"! record, 


Se Do not “crowd! or "threaten" the slow ones or encourage others 
to do so, but discuss their troubles with them and try to help out, 


6. Make beating the old record a "game", 


7» Do not emphasize the bonus that comes fromwinning, Too much q 
emphasis of a purely selfish motive is apt to provoke dissensions between 
the fast and the Slow, and this slow up the whole group, 


There are many other things that might be done, and some very good 
Sugeestions were made, but any three of these seven were accepted and given 
"OK" rating, providing the underlined ideas Vere brought out in sane Way 
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Here are two cases which present very real problems to the people 
concerned. inthe Tirst, the "supervisor" is decidedly not of the "boss" 

or "comnani” type, but a very conscientious individual that would like to 
jead" but sometimes encounters difficulties in that apparently some employ- 
ees do not like to be led to work, Also he feels a responsibility for the 
good conduct of his section and for getting worthwhile accomplishment from 
those under his direction. Through the presentation of his case the section 
Chief is asking for help from our course. Can we help him? Your suggestions 
will be passed on and whatever seems best will be tried. 


Most cases have been considered from the supervisor's viewpointe 

If the employee is unhappy we bleme the supervisor and say he is a poor 
leader. While we don't really, much of our talk would indicate that we con- 
sidered the cmployee a non-resistant passive individual that responded accord- 
ing to rule to "leadership", but is helpless to do anything on his own 
account. Ag a matter of fact, we know that the relationships between the 
two represent an interplay of te forces of two personalities. The boss is 
influenced by the employee almost, if not quite, as much as the employee is 
influenced by the boss. In Case ta the boss has told the cmployee that he 
isntt expected to think, but if the employee really can think he will quit 
feeling sorry for himself and will begin to think up ways to handle the 
Situation. If he can think faster than his boss, it is not necessary for him 
be “thwarted at every turn", The trouble may not be in the boss at all 
but in the wrmg approach of tho employee. 


Anyhow, what are some of the things he might do? What would-you 
do if you were in such a situation? Of course your suggestions will be 
strictly Eethical’., 
a CASE I 


Sens oe 


" Two employees of a small section work in a large room opening on the 
hall, One of these women is constantly leaving the room to "visit" people 

in other offices. Some of those visited try to discourage her visits by 
Penoring her presence, but this makes no impression on her, Others leave 
their offices while she is talking to them, but she only returns there latere 
There is always plenty of work for her to do and of enough variety to prevent 
‘boredom. Her Section Chief has suggested to her that she stay at her desk 
ami finish her work, Any such sugestions about her work, though given in an 
impersonal and businessklike way, are not taken with a kindly attitude but 
produce vindictiveness, argument, emotionalism, and hysteria in an attempt to 
justify her actions, How can her Section Chief approach the matter? 


] CASE IL 
% A supervisor of young profes sional men told two of these men that they 


were not hired to think. Then later he accused a third young man of not 
being interested in his work. 


What can a young man do to become interested in his work vhen he has 
peen informed that he is not to think am ‘hen he is thwarted every time he 


me 
a, 
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In emnection with this lesson you may want to read the foll 













i 
Scientific Foundations of. Business Administration, Chaps 
Psychology for oxecutives, Chap. 5, 
The Bru or Leadership, Chap. 9. 


as 2 tw CASE II read: 
vo och 4.4. 


Sop ade The Fechnique of Executive Control, Chap. 105 oat 


cy 


"Difficulties with Superiors." 
a ue Discussion group leaders should read: 


a Ween Human Relations in Chang ing Industry, Chap. 16. 


The remaining lectures of the course are as follows: 


May 17, errarnina's> by Weed. Donald, former Director of the. 


American Management Association, now with the Electrical 


Manufacturers Association. Editor of Handbook of Busine: 


Administration, 


May A, "Complaints", by F, as Silcox, Chief, Forest Service fo 


an Industrial Relations expert in New York, 


May 31, "Discipline", by Herman Feidman, Professor of Industria 


Relations, Dartmouth, and author of "A Personnel Program 


the Federal Civil Service," 


June 7, "Summary and Application", by W. W. Stockberger, Direc 


Personnel, Department of Agriculture, 
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Problem 6 Discussions 


The discussion of cases this time has been quite analytical and 
from a broad-gauge point of view. There seems to: be less inclination 
to attribute all the blame to the supervisor and a decided tendency to- 
ward considering all the factors before drawing a conclusion. There was 


considerable tendency toward disciplinary measures but since our lecture 


on discipline does not come until next week, J am going to pass that 


“Over. There is one other thing though that has come up many times in the 
past that I do want to comment on. The last sentence in the first dis- 


cussion of case one in this mimeographed list brings it out rather 


forcefully, 


I refer to the use of the transfer. It is not good personnel 


| administration to use a transfer as a method of setting rid of un- 
desirable employees. Too often we have suggested settling cases hy 
transferring some one. That does not settle anything. It merely passes 
the problem on to someone else. It's an evasion not a solution. 


Of course, the transfer has its legitimate use, It can be used 
to correct mistakes. in placement, to open up new opportunity to deserv— 


_ing employees and for other purposes, but it should never be used on a 


trial-and-error basis —- just on an off chance than an employeee may do 


better, Transfers should always be for the good of the work and should 
be definitely planned for a definite purpose and with some degree of 
probability that the purpose will be fulfilled. The practice of passing 


an inefficient employee along from one group to another and also the 


| practice of permitting employees to shop around to find something they 


like can neither be justified. 


For case one there are quite a number of good suggestions. 


Possibly as good as any was that of an actual record in graphic form 


of the time spent outside the room during official hours. Such’ a record 
for a week or so would at least be a desirable basis to start from. In 


_ fact you can scarcely discuss the matter without it. It might, for 
| @xample, show that the supervisor had overemphasized the difficulty —- or 


it might show just the opposite. But that has been discussed by others. 


As for case two, I think it has been pretty well covered, It 


is about the commonest case there is I think, and I've had a lot of 
‘©xperience on both sides of the fence. 


I well: remember an exasperating 
supervisor some thirty years ago who persistently turned down hundreds 
of my suggestions for the improvement of the work, I remember also at 
a mch later date having some of the very same suggestions made to me 


and in my turn being forced to turn them down - for the good of the ORs 


peek 


We have these young men coming to us year after year all fut 
of what they think are new ideas that will revolutionize things but 
most of which have already been tried and rejected, They see one (as 
thing, one phase of a problem, draw their conclusions from that and 
then wonder why the boss is narrow-minded that he cannot see tne 
value of their suggestion, _ * cage tt i) Pag 


The only solution I see-is for the young men to keep trying. 
If they get discouraged and quit at the first rebuffs they will never 
get anywhere, On:‘the other hand, the supervisors should be as en- 
couraging as possible, These young men must be trained to think, and 
to use effectively all the initiative they have. No where in the 
world is it more needed than in the Government Service. an 


CASH I 





In my opinion, the Section Chief should approach the matter in 
this way: First, he should give the employee a private interview and 
discuss the situation thoroughly with her, Even t hough she does get 
hysterical, he should remain firm. Hes hould try to ascertain where 
the trouble lies and if he can help the. employee in any way, he should 
do so. However, tae employee should be made to realize that she does: 
not cooperate satisfactorily, thus ‘interfering with the smooth perfor 
mance of the work not only in her owm office but others. Second, if 
this doesn!t have the desired effect, I think it would be well to sug- - 
‘gest to the employee that she take an.extended leave, without pay, 
making it clear to her that she isn't to regard herself as being "fired! 
and that when she returns, if her work is satisfactory, she will be. 
treated as though nothing had happened. Third, if after her return, | 
the same condition prevails, she should be requested either tot ransfer 
‘to another department or. to resign. 





If possible the best cure would be to place the employee in 
another job bearing such close relation to other work as to require 
that she keep her's up to date to avoid delaying others, Such a 
Situation ordinarily brings pressure in one form or another from the 
co-workers, The related workers should be dependable and sufficiently 
rapid to keep her comfortably busy. Placement in a large group fre- 
quently effects correction. 


On her present job he (the supervisor) cen frequently mention 
that he needs certain work by a specified time and ask her cooperation, 
Gradually increase such requests until she is up to date, which will 
consume her visiting time. May be possible to make her work more in- 
teresting and Stimulating. If work of both persons is similar he 
should keep records of performance which will bring to her attention 
that she is not doing her Share, Appeal to her spirit of fairness as 

to avoiding annoyance of those anxious to perform their duties, Have. 
& frank and friendly discussion with her, pointing out the weaknesses 
and that they must be considered in hermting. Unless satisfactory 
understanding is reached follow with a memorandum to her, 
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ices tira method, of hace this employee the detrimental 
effect of her. visits on her work would be to use a visible work 
measurement device, If.this woman lmew that her division chief 
could gee at a. glence that ber work was always behind her neighbor's, 


.. She would not be.so liable to leave, 


ase the only way ak peste this person is to set a "standard" of 
work for her. to accomplish each day. Then if she wants to work fast 
to have free time at least the work will not suffer, 


This type of case is one that requires a great amount of study 
and consideration on the part of the supervisor. It might be well 
to approach it first in a general manner by issuing instructions to 
the entire group of workers concerning the desirability and necessity 
of devoting their time and energy to the work to be done during work 
ing hours in order that the work of the section may be maintained on 


& current basis —- pointing out the fact that "jobs do not exist for 


the benefit and individual ha appiness of employees but for the further— 
ance of an objective," If this particular employee does not respond, 
the general instructions should be followed up by a private talk with 
her, prefacing the reprog% with appreciation of good work she does 
when she applies herself and focusing her attention on what is to be 
done, rather than what should not be done (Dr. Tead's "The art of 
Leadership"), Her pride should be appealed to in helping the section 
acquire a splendid record of accomplishment and aceuracy and explain~ 


ing how she can assist in improving the morale, not only of her om 
- group, but other offices connected with it, She should be made to 


realize the importance of her responsibilities and by establishing a 
measure of accomplishment and a common understanding of it by means of 
weekly bulletin, to see her standing in the group. As soon as there 
is noticeable improvement, she should be commended, more or less 
publicly. 


The woman has her supervisor in fear of her hysteria and 
knows it. One is tempted to suggest the old-fashioned disagreeable 
methods of treating hysteria. 


Perhaps she is not interested in her work. We are told there 
is a large quantity and variety, but are there the right varieties? 
Perhaps a change of work would help. 


If the woman continues incorrigible, she should be dispensed 
with, as too disturbing to office morals. i 


~ 44 


: Would 1t be possible to make some of the work more personal, 

as & preliminary to better group loyalty? Give her a definite unit 

of work that you know can be completed in-a’short time; and. say with 

a smile, "Mr. So and So wants to use this information this afternoon, 
Do you think we-can let -him have it by 3 ofclock?" Be sure to allow | 
ample time, with a safe margin for any unexpacted interrmption. That) 
perhaps about 1 ofclock, with another smile and in a casual but friendly 
way, “De you think wetll meke it?* Even add, if it seems vise, a 
help you?" If she gets it in before the time set, say warmly, That! s 
fins{ I thought we could do it.” See if-she will respond to short, 
definite assignments interspersed with the routine work, with immediate - 
‘Commendation for work well and prouptly done, 


At som propitious time gather the whole of the small section 
together informally —~ the passing on of some general instructions or 
information from higher up would afford a good opportunity — have ah. 
Little general conversation about the work, then mention the desirabili 
of being always on the lookout for {improved ways of doing things. Ask © 
them to think over their om work, by itself md in relation to t he res 
of the section and to the whole office, Are there any ways in which it 
“ould be improved or could be done more readily? Have they any sug- | 
festions to offer? If any are made on the spot show that you are will-— 
ing to give them eareful consideration, and urge all to come to you with 
ony suggestions they may have later. Try to build up a feeling of unit 
and pride in the section. Make a special effort to have the trouble 
some employes fosl that she is incluted and that you would like to have 
her opinion also, 


; Lf the Department has a medical officer it would seem desirable 
thet he should have a friendly talk with her, Her emotional instability 
may be due to physical eauses which could be remedied by proper treat~ 
ment, 80 that she would be nore anenable to reason and better able to 

hold herself aowm to work, : , om 


If none of these are effective, impersonal but firm disciplinary 
action 4s needed. No employee can be permitted to persistently neglect — 
her own work and interfere with the work of others. Choose a day when 
the visiting has beens ufficiently marked to be noticeable to others, 
but have the interview just before closing tine, so as to avoid pro- 
tracted seone during office hours. It may not be practieable to avoid 
having 1t in the presence of others, but keep your voice low so t hat 
What you say will. not be generally heard, and keep it free from any 
traces of irritation, Be brief and definite, Yell her that her visit- 
ing ia an interferenes to work and for that reason it has becone 
moeessary for you to direet her to refrain fron visiting other rooms 
during offieial hours except when it is actually necessary in trans- 
anting business; further, that failure to observe these instructions 
will be nade a part of her record, Terminate the interview firmly but 
courteously before it has any chance to develop into an argument. 


In order that she may not feal that she has been plaeed in 
Solitary confinement, establish the habit of making a few pleasant 
Masual remarks in passing during the course of earh day, Sore people 
really need to waggle their tongues a little now and then to relax 


the nervous tension aid rest their brains, but it nust, of course, be 
Kept within reasonable bounds, 
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Further discipline, if DOO will probably have to come from 
pare: a 


‘a ‘The section chief night first try to discourage her from so much 
| visiting oe! Pes to put more time on her work by the following means: 


Les ievanze for some measurement of daily output of the 
work which she is doing and set the standard of a 
day's work high enough-so that she will have to remain 
at her desk more continuously or fall behind in her 
record of output. This will be something tangible 
Which will make her realize her neglect of her job md 
which will make it necessary for her to curtail her 

. Visiting if she is. at all interested in maintaining her 
standing, . She will be faced with the fact that others 
‘aré producing up to the standard and she will find less 
room for vindictiveness, argument, emotionalism, and 

hysteria in an attempt to justify her aetions. 


&, The chief may also find it advisable to locate her 
desk in some place other than the large room opening 
on the hall, If it is made more difficult for her 
to reach others she may become less anxious to visit. 


3. When the standard of output, is established the chief 
. Should explain it to her thoroughly and indicate to 
her that all. are a a to produce up to the 
Sila ia 


If the oo anne outline above does not produce satisfactory 
‘Yesults the chief should first attempt to ‘get this employee trans- 
ferred to some other work which will absorb her attention more com 
pletely or in which the amount of direct’ supervision is greater, 
removing her to a section in which a large number of people do the 
--same work under close supervision, A section should be chosen in 
which discipline and morale are good, If it is not possible to 
‘transfer her to another se¢tion incase she can not be made to stop 
“her visiting in her present place then She should be first threatened 

with dismissal and unless she: ie Se gh separated from the 
service. 





‘Ths is’ acase in which the Section Chief must be firm to the 
point. of being "hard. boiled." While he should of course, in the first 
» instance approaclt ; the employee ina sympathetic,’ friendly manner, he 
- Should make ‘her vunderstand that. she mist attend to her job and let 
others attend to’ theirs, ‘I Hada similar case to handle some time ago, 

and went to my superior officer and told him thet the employee had to 
be called up on the carpet by him and dees saat she either had to obey 


Sethe 


orders:and attend to business or her services would be dispensed with, — 
He demurred at first, but finally consented; she cried some and told — 
him she did not have to work as she did not need the money. Her bluff 4 
was called, and she soon became an excellent employee and we were the : 
best of friends, I think this employee would profit by similar t reat- 
ment. This type of employee can not be cajoled or pampered, She has 
no inherent right in her job. and is hired not as an act of charity, 
but to accomplish a task which is a part of the objective of the agency 
employing her. While there is some obligation on the part of the employ 
agency to the individual and to the public in such cases, this obligatia 
is limited, If the employee is to be retained indefinitely, she will 
probably have to be disciplined by suspension without pay, to teach her” 
a lesson, and be closely supervised, Wot. only her immediate supervisor 
should let her know definitely that she must change her ways, but she 
should receive instructions from higher authority "up front" that any 
action taken by her immediate chief will be sustained, 


Dear "I've been thwarted too": 


Think about your work even if the boss does tell you not to thi nk 
Your boss merely means that he thinks better than you do and did not vi SI 
to say so in those words. 


When you find that-you do not agree with the boss follow Mr. 
Dennison's advice - work on the job three times as hard se that you will 
show him up three times as soon and, incidentally, if you were wrong you 
will find that out three times as quick, The boss is actually right 
sometimes}! Your boss is evidently not a leader so he does not take the 
trouble to explain to. you what is in his mind, that is, why he thinks 
his way is best but that is no proof that he has given the matter no 
thought, 


a ae 


Keep up your brain work by outside reading and, if youcan 
afford it, take courses on subjects related to your work and some day — 
you will lmow so mich about your subject that the boss will be astounded 


by the wisdom which flows from your lips, Then he will work to use your 
knowledge, 


Dr, Schell in "Technique of Executive Control" quotes a student — 
of management as saying: "If your boss asks you to do something with 
which you do not agree in the matter of method or pglicy, do it three | 
times as energetically as ordinarily, If you are right, the error will 
be evident three times as quickly as otherwise. If you are wrong, you 
have learned your error at no cost to yourself," 4 
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Dr. Schell in “Technique of Executive Control" quotes a student 
ot management as saying: “If your boss asks you to do something with 
which you do not ane in the matter of method or policy, do it three 
times as energetically eoporo sarniivy.s il you ave right, the error will 
be evident three Eimsckee quickly as otherwise. If you are wrong, you 
have learned your error at no cost to yourself." ; . 


This young man should work right on, doing according to his 
highest standards of proficiency the tasks which come to hand, at the 
Same time keeping in mind that he can not expect to direct the work; 
that is the province of another. If his sugsestions to the Chief have 
the merit which he thinks they have, they will eventually win recogni-~ 
"tion. After all, he is a young man, and in this very situation in 
Bewarch he finds himself there is opportunity to practice patience, 

/ cooperation, courteous consideration of the one in authority, and self~ 

_ restraint. If he has the qualities which lead to advancement, and 

' possesses a good understanding of the organization's work, there will 

) come eventually sufficiont opportunity to forge ahead to more responsi- 
ble assignments. "There must be a degree of unselfishness in keeping 
“the primo objective of an organization clearly in sight" (Schell), 
and the young man will bc helped by keeping this in mind. 


_— 


_ Probably the supervisar is annoyed by shaliow or half bared 
™ schemcs of persons who without too much considcration are telling him 
how things should be done when he knows that he is perfectly capable 

Of handling them himsclf. Whon he tolls them that thoy were not hired 
© to think he really means that they should mind their own business. 

But. his tart remarks are evidently not helping him as shown by accusing 
)yonc of his men of not being interested in his work. Those under him 
mowould gCt along bottor if they carricd out his orders willing and not 
| Offer sugecstions unless he called for them. 








et eo young man really wonts to bocome intcrested in his work 
he should ee | it He should try to understand why the supervisor 
: Wants such a job node and cspecially why he wants it done in a particular 
"way. He should study its rclation to other jobs in the organization 
but be carcful to keep his job in the center of his attention. If he 
Berirst does the job the way the supervisor wants it done (and thus 
inspires his confidence) he can then do some "thinking" and suggest 
@hanges of procedure that may improve it. He should be careful, however, 
that his suggestions aré in line with the general program of the work, 
and he should not be impatient if they are not carried out immediately. 
'Changes take time. Until he has shown that he can carry out orders he 
is not of much use in an organization. If he stops there and having 
learned to cart ‘y out orders never makes any effort to understand the 
job or improve the work, he will not advance and the work will grow dull 
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4 and uninteresting. 
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I would suggest that the young men in question remember that 
they are all working for a common purpose, and that it is the Work 
that must be thought of and not the attitude of the boss. ‘They should — 
do the work as well as shey possibly can and if he is wrong the ee i 
Will show up and if he is right the young mon will learn that theytre 
wrong. It has been my expericnce that a verson who does his work well ; 
end cfficiently is seldom "thwarted" for very long. He is soon ; 
recognized. as being very good in his job and given more respons ible 
work to do, 


I would sucgest that this ‘employee study the supervisor, iearn a 
what he approves and disapproves, While the supervisor may lean toward 
the military type, this omployce is capable of handling the situation 
diplomatically. In all probability the supervisor did not intend the Ta 
remark as it was interpreted. I certainly would not stop thinking ore 
though I had been hired for other purposes. The contradictory statements 
on the part of the supervisor vould indicate that the first statement 
was not intended as interpreted by the subordinate, 







What difference exists between thinking and vhat some individuals 
Call thinking when they are continually expounding their ideas about , 
different subjects. In this case I am inclined to think the super= | 
visor did not mean to stifle constructive thought within certain reason= 
able limits. This is shown vhen he reprimanded an individual for not @ 
being interested in his work, At any rate, an individual who is capable 
of thinking is not g0ing to be annoyed by a remark of any man relative 
to his freedom of thought. 


The young professional men, if they deserve such a rating, 
could not help but think. TI an sure no thinking supervisor could have 
Given such m order and moant it to be taken literally. The "smarttt 
young Man vould think harder than ever, If he hit upon a really good © 
idea, presonted it briefly and clearly and without emotionalism or 4 
desire for praise, even an average supervisor caild not fail to 
recognize its valuc aml perhaps in time even use the idea. “The really 
clever young man could even, if the supervisor were stupid and jealous 
of his position, make him think that it was his own (the supervisor's) 
idea. 


If such an order really had beon meant for the tro young men 
An Ghest ion, 1+ may have been because they had too many poor idcas 
and spent the supervisor's time in just idly discussing thom. They 
might learn to think thcir thoughts through and after Weighing them | 
carcfully, present thom for cansideration of tho chief. 


po veohes 

















The two young mon who were told they were not hired to think 
.no doubt exasperated the supervisor by butting into his job instead 
Minding their owm business. I don't bolicve ho Literally meant what 
Was said but lost his tomper. The young men wore no doubt radical and 
ere trying to inject sac of their own idcas into the business instoad 
g f making suggestions in harmony with rules and regulations that had 
oven sound by past oxperiencc. Tho supervisor was wrong in losing 
ontrol of himsclf, the cmployces were wrong in their manner of approache 
The third young ae was not told by the boss that ho was not expected 
to think. That information was handed dotin to him by the other two 
disgruntled employees. He only thinks he is boing thwarted at every 
turn. He should do a good job in his prosmt assignment and be ready 
when he is called upon to show any initiative he may have, which will 
manifest itsclf in the way ho handles that work to which he is assigned. 
He should apply himself to his job and not listen to idle gossip. He 
, il. then find his job more intcrosting. 
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i easements 
ae _ Our lecture todey has been on "training." Please look at thes 
| _ three cases from the training viewpoint. Do they involve or indicate 
pt need for training, and if so who needs it and what kind. Discuss 
_ ach separately from this viewpoint. If you consider something else 
_ heeded more than training say so and point out why, 

a Use in each case, as you did last week, the analytical approach. 
_ @ry to see why each person acted as they did. When you have done this 
_ youare in a position to say how to influence or change their acts, 

_ The cases are as follows: 


CASE I 


ia _ A homesick girl was employed in a large department. Coming in 

/ during a rush of work she seemed nervous and easily distracted, lHrrors 
it brought to her for correction would throw her into such confusion 

that she would be unable to do any worthwhile amount of acceptable 

— work, Iwice she breke down and cried and her efforts seemed to have 

_ tess satisfactory results as her length of stay progressed. She kept 

asking for transfer to another department in order to make a new start. 


CASH IT 


& I have one employee who taxes the position that every one in 

_ authority is against him, and assumes the attitude, why should he work 
_ hard under that condition, Of course his position is untrue, es such 
a@ condition does not exist in my section. 


GASH I1T_ 
In a small office, one of several under an administrative 
assistant, orders, etc., coming through the chief of the section, 
usually are wrong or at least mixed up, so that when the job gets back 
to the administrative assistant, it is wrong and the blame is laid on 
on employee other than the section chief, 


Referenees for Reading 
it think each of the books we have been using has something on 
training, 11 are good, so if you cannot get your preference try an- - 
Other, Tho following, you will, I am sure, find interesting: 


A Personnel Program for the Federal Civil Service, page 164 
Personnel Administration, Page 141 

Handbook of Business Administration, pages 1216 and 1240 
The Art of Leadership, pag. 272 

Organization Engineering, page 105 

Human Nature and Management, page 223 
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Problem 8 Discussion 


eT am including ten representative papers. These are not selectal 


as the best, but as papers representing the various viewpoints expressed. 
' There were two exceptionally good analytical discussions that were not 


included because of their length. The concensus of opinion is, or seems 


_to be, that there is too mich injustice but that "injustice" is scarcely 
the right word - bad situations due to inefficiency comes nearer expres - 


ing it. There is practically no willful injustice. 


Any sort of an analysis brings out the fact that the government 
does more for and gives more thought to the welfare of the individual 
than practically any other employer. Working hours, vacations with pay, 
Salary rates (in lower grades), working quarters, facilities, retire- 
ment, and all the other things that employees the world over are striv 
ing for, government employees have to a greater extent than almost any 
other group. Yet governmont employees are dissatisfiod and complain of 


_ wmijust treatment, Why is it? 


Attempting to appraise your answers rather than to give my own 


" Opinion, the reason seems to be psychological and intangible rather 
' than physical or concrete. The emphasis has been too much on the in- 


dividual and not enough on the work, And only work-accomplishment can 


Satisfy. No man ever did get promotions enough or pay enough or any- 
‘hing else enough to satisfy him for any length of time. To enjoy one's 


work, one must be interested in it, the work, rather than the salary. 
Labor unions strike for high wages because wages are tangible, but that 
intangible something that goes with worthwhile work well done means 
more than higher wages even to underpaid labor. It is instinctive; 


We all like to do a good job. 


Government employees are engaged in the biggest, most important 
work in the world today. The job of the civil employees is greater 
than that of any other group, including industry, yet the work itsolf 
is seldom used as an appeal. It scems that in general employees seldon 
think of their work as important, frequently do not mow its importance, 
its purpose, its use, or its relation to the present crisis, future 
prosperity, or anything else. The greatest appeal the job has is 
therefore lost, and lacking an interest in the job employees interest 


themselves in such tangible factors as credit, overtime, transfers, 


etc., presumably trying to live up to their reputation for inefficiency 


and lack of initiative ascribed to them by industrial writers. 


Also your papers indicate that in your opinion the government 
Service compares unfavorably with industry in the quality of its per- 
sonnel administration and in training for its supervisors and executives, 
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But the thing nost nentioned is the lack of any recognized a 
method for taking care of complaints. Seemingly no governnent depart- — 
ment recognizes the benefits of well organized employee representation | 
or the psychological need for the expression of grievances. A few . 
favor an outside court of appeals with authority to enforce its find— g 
ings, but the majority recognize that giving authority to those with | 
out adninistrative responsibility would be poor organization and would 7 
promote inefficiency and discontent rather than remove it. Both 
efficiency and justice can be achieved within the unit if all the 
facilities of the unit are used, Something should be done about cor 
plaints, but there seens to be a real donger that it will be the wrong — 
thing. As a natter of fact, our course has outlined the nethod of 
correcting undesirable practices and nakine the governnent the nost 
efficient as well as the most important organization, and above all, 
the finest place there is to work, —— P,K, ; Par 
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The nned of the worker are given more consideration by the 
Governnent than by industrial firms, The injustice found in Govern— 
nent work is usually in the ninor details, rather than in the funda- 
Tentals. Authorities have given attention to: 


Working hours per week Standard rates of pay 
Vacation with pay Continuity af work 
Overtime 7 Bie) ek Retirement funds | 
Absence on account of illness Adequate facilities 


There are only a few Governnent positions in which the above 
are not applicable, Industry has not attained such Standards, 


Judging from the problems we have discussed inthis course there 
tay be injustice in: 


Lack of deserved promotion or unrecognized ability 

Delay in the handling of complaints 

Individual preference 

Misunderstanding of the worl 

Patronage appointnents over civil service. 4 

Because the Governrient accepts a large share of the responsibility 
to the cormmunity.in the enploynent of the inefficient, some im 


Justice necessarily occurs through contacts with hunan weakness 
of this character, | 


To improve the situations 


Well-trained personnel directors in each Departnent 

More careful selection of employees with greater consideration 
of their fitness for the particular work to be done 

Prompt liquidation of Goue eee s - less abuse of the transfer 
privilege, 

A training program which adheres to the needs of the particular 
organization and which emphasizes: The management of men, 
for suporvisorss cooperation as well as skill for the worker. 

A complete understanding by both supervisors and workers of the 
Situation and its demands for improved public: service, 


I have suggested in my discussion of the last two problems that 
they have more nearly approached the problem of Government Personnol 
Administration than the first few problems did. Now problem 8 is well 
near perfect in that respect. Adjusting of individual personnel pro- 
blems could go on forever, but this discussion of the problem as it 
affects the entire government set-up, ond remedies that may be applied 
to it will bring to attention the basis of much of the difficulty lead 
ing to problems between supervised and supervisors. 


I cannot say that "injustices" are common in the government 
offices in Washington, nor can I quite bring myself to even call thom 
"injustices." But, I can say without apology, that it is my frank 

‘Opinion that never have I seen inefficiency exist as it does in these 
offices, and also, that I do not belicve such inefficiency exists in 
the field offices of these same departments. 


I admit: that my statement above is not backed by a broad sur- 
" vey that should be preiiminary to such a statement, Eut, reing one 
that is majoring in Personnel and Classification, I quite naturally 


-- make close observation wherever I nay.as well as welcoming discussion 


from other government omployees on this subject who have knowledge of 
the problem in other departments, 


If this marked degree of inefficiency exists, there surely must 
be reasons for it and if they can be determined and are correctable, 
we have gone a long way towards eliminating those little poviy and 
individual difficulties that we have discussed in this course so much, 


‘Sone of the following are perhaps contributing factors: 


1. Too little choice is allowed the departments and Bureaus 

. in the selection of their personnel. The Civil Service 
Cormaission-is too far removed from each Bureau to make 
intelligent selection. 


- departnents, 
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&, There is too little feoling that each departnent is respon- 
sible for an output of work corparable to the money Spent. 
This is prinarily true beceuse the governmental departient 
do not have to close shop with continued losses as a private 
business is eventually forced to do. 


3, The difficult procedure for dismissing inefficient employees 

‘ ae ) 
has fostered the followings (a) The too commonly expressed 
ideq h y 


of employees that they can get by without getting fired 
d (bd) that automatic promotions cone regardless of ability 


4, Avtonatic pronotions place too many persons not properly 
qQuativied for their positions, 


Steps to correct these are what I would like to hear discussed 
in this course, Until I on further sclooled in the Situation, I 
hesitate to dictate Just how best to correct these conditions, 


In ry opinion there is a great amount of injustice in governnent 


In privnte business, the owner of the business can make decisions 
and there is no coneback, 7 


. In governnent departnents, the heads are very often afraid of © 
losing their jobs if they cannot get along with the clerks, as political 
influence is brought to bear and their decisions may be reversed, 


Autonatic salary increnses would-help, If a worker does not § 


come up to par discharge hin but the good worker would be sure of 
reward in this way, ° ee le 


Fairness, if possible, to all erployees, It is vory discourage 
ing to workers to build up work, be interested in it, and a new. supervis 
takes it out of his hands, appointing some one who lmows nothing about — 
it and the old elployee has to téach the new one who often nakes a highe 


t 


salary, 


I do not think that there is nore injustice inthe government 
than norrial in an organization of such size, ey 

I do think, however, that there aro no adequate channels of com 
plaint liquidation at the present tine, Thoro should be a board for @& 
handling corplaints in overy departneént, with employee. representation. — 
These boards should be equipped to handle complaints specdily and yet — 
investigate thoroughly, There s 


hould be provision for appeal from 
these boards, probably to the Civil Service Commission, 


I think that there should also be much better tr 


visors, Present Supervisors should be required to take 
leadership, etc, 


aining of super-_ 
instruction in 
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In an organization as large as the Government Service there will 
be some injustice, but there is undoubtedly more injustice than there 
should be. 


There are many things that contribute to this state of affairs, 
but if I should single out one that is most responsible for it, I would 
Say that it is due to the pretty general attitude that administrative 
officers have toward a complaint and the complainant. 


A complaint is the outward expression against what the complain- 
ant considers an injustice. However, there are many injustices done 
which are not pointed out by the usual complaint method, and many 
complaints where there is no real injustice. herefore, it is importmt 
to investigate complaints to see if the administrative officer considers 
the grounds for complaint just. 


The complaint is too often something to ignore, pass the respon- 
sibility on to another official, or consider as a thorn in the flesh 
if it happens to oppose the ideas of the chief. The complainant is 
often someone to mark for revenge by lowering efficiency ratings, 
assignment to."blind alley jobs", Frequently he is denied promotions 
and generally held down, 


In a private enterprise, where expenses are figured to the last 
dollar, a just complaint is regarded as a possible guide post to im- 
proving service, and improved service menns more business, better and 
more contented personnel, while more business means advancement and 
security. 


In the government there is not the effort to secure customers 
as the work is usually apportioned from what there is to be done, and 
apparently not the effort toward a contented personnel, so long as the 
complainants do not reach the point of a volcanic eruption, This 
leaves the administrative officer to concentrate on nis personal ad- 
Voncement, and in such a self concerted effort, any complaint is looked 
on aS a personal attack, so he adroitly shifts the responsibility to 
some other official. Wherefore, complaints get no action at all. 
All just complaints should be investigated and acted upon, If this 
is not done within a reasonable tine, the responsibility for the condi- 
tion should be placed directly upon the administrative officer in 
charge. This would prevent their accwmlation from year to year. 
Complaints involving the fundenental rights of citizens should be 
acted upon immediately. 


The above discussion is given as a remedy or cure for a condi- 
tion already existing, but a well trained administrative force, trained 
sympathetic execustives, and trained employees would be such a preven- 
tative for this condition that complaints would be reduced to a ninirmn,. 
The organization of this school is a step in that direction. 





















I think there is more injust tice in the Government Service 4 
there should be. shee 2 


There seems to be a tendency among supervisors, at least amlong — 
the ones I have worked under, to feel that the rank and file don"t 
deserve any breaks. They seen to feel that if any promotions are 
be given they should be the ones to reccive them, LOM 2igpasS others” 

given a promotion they feel their position, has been lowered. 


Then again there is a lack of conaianeanien of length of servi 
efficicncy ratings and dutics of position. A person may have worked. 
in a position for say 10 ycears and, while classed as CAF 2 bo doing tho 
duties of a position classed as CAF 7 Howover, duc to lack of coope a 
tion by department officials, be deniocd a one grade highor class while 
all around him omployces doing far less cxacting work aro even a 
ratings without any effort on thoir parte 


Also a great curso in the Goverment Sorvico is the sub joe. 
influonec. While influcnece is supposed not to cntcr into the scrvi 


there is no doubt that it plays a large part, as any observing person 
can soc. -. 


As to what steps ian can bo taken to improve conditions, , there 
is a question. If supervisors and officials could be approached pish i 
democratic way and ee or problems talked ovor and worked ou 
between thom, there trould be ecroatod a vast difforance of fooling ond 
a& more hea oe spirit of cooperation. 


Having. been in the Government Service for only a period oF six 


months, places a Limitation on my knowledge of existing conditions | 
the Governnent. 


Hovever, the way in which your question is stated suggests the 
ansver. here: is more injustice in the government. service than normal 
for a large efficient owanization, because the goverment is, in my bs, 
opinion, not an officient Organization. = 


As a result of these numerous inefficiencies, which iqcinee a4 
poor supervision, disregard of complaints, and retention of employee 


so incompetent tes at any industry would put a pink slip in thoir first 
sp ARPES WOO injustices are inevitable 


Lt the movhods used by private onterprise to create officioncy, 
arouse ambition, and promote 00d workmanship could be injected into 
the govermuicnt service » this situation would bo greatly improved, 


‘ on 
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| It scems to mo that there is more injustice in the Govornment 
| service foe wicro should bc, I am not fomiliar with any othor large 
| orgonization so cmnot say if there is more than the normal amount of 
| injustice in the Government services 


I belicve it is duc tothe fact cach section or division of a 
bureau operates as a unit instcad of as a part of the whole organization, 
Tho only thing the divisions soem to have in common in a porsonnel stond~ 
point is that they must secure their employees from the Civil Service 
, Commission, These cmployees, of courso, pass through the porsonnoel . 
section of cach bureau for assignment e the divisions and then tho 
porsonnol. scction has no furthcr contact with them to sce if they are 
Suitably placed or not, in accordmco with their abilitye 











It<would scom that a great deal of the injustice could be taken 
care of by having a personnel section that really followed up the new 
employee to see how he fitted into the assignment given him. Also it 
would be advisable to have the personnel section to keep in constant 
_ touch with employees in a more efficient mmner than just taking the 
| recommendation of the chief clerk of a division in regard to the employees 
| There are many chief clerks of divisions who follow the line of "pleasing 
| the boss" regardless of the welfare of the omployce md all reports cm-~ 
) cerning the employee's work would have that biase 





I have knowm of cases that fit practically cach of the illustra- 
tions given. If there was some central personnel division to which the 
employee could go and talk over his troubles vith the fecling thet he 
Would be understood and a broad view taken of his problom, I believe it 
| would be of great help, Ina great many casos these problems arise 
| because of a lack of information on the part of the employee as to the 
| work to be accomplished and his part in that work, This of course is 
the fault of the chicf clerk or supervisor and only the bureau personnel 
section would be in a position to point out to the chief clerk, after 
such a conference, just what should be done to help the employee to 
| adjust himself. Also after such a conference with an employce and one 
with the chief clerk if matters cannot be adjusted, thon the personnel 
| section would have all the facts about the caso and could, if necessary, 
place the employee in a more suitable place, instcad of having the 
_ employee going about from division to division hunting a place where ho 
hopes he will be more suitably placed. If nocessary the personnel sec 

tion should be prepared, with additional employees who could make 
porsonat investigation of the cases in the employects office and in 
that way get a view of the situation from tho stondpoint of other em- 
“ployees in the division as voll as that of the omployee md the chicf 
Clerk, The cstablishment of a "complaint comittce" in connection with 
the personnel office would in itself help a great many cmployccs who 
always "focel better" and can settle down to work after they have been 
given the opportunity to air their ey to some one in authority 
to hear thom and to act if necessarye 
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dealing vith the aims and objectives of the work, If the execut 


objectives, and the many phases of its work, They-.do not know why 
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‘Quost ion 1 


There is more injustico in the Government service than there shou 
bCe . ‘ / ea 


Question IT 
There is too great a gulf fixed betwoen executives at the top and 
the employees at the bottan. - — 


2~ aa 


There should be developed a thoughtfully planned program of trainin 
and cducation for Government employees. 


There should be greater opportunity for “earned distinction," 4 


As Dr. White of Civil Service has said, we need a much more elastic 
opportunity for transfer than we have at presente 


Question III 


Too often the employee who enters our Government service is not 
in any way in orienting himself. He takes his place in his assig 
niche and, after being given a little instruction, is left to wha: 
Dr. Donald terms the "absorption method" of: learning about the or 
ization. The new employee hears the name of the head of the organiz 
tion, but docs he often see him? Does he often Mave an opportunity 
to hear him address the cmployces of the department or bureal, a 
so impart directly to them something of his spirit of service, h 
ains and ideals for the department as a whole, and an understand 
of his dependence upon their cooneration in carry ir out objectives 
Seldom, if cver. One may say that it is not physically possLble 
the department head to come in frequent contact with a large &roup 
of employces and so,overcome that lack of what Dr, Toad calls "a 
personal warmth and glow at the top." Surely he can give of himself 
somewhat in this phase of loadership, and, more, he can encourage — 
his assistant heads in this, All the way down the line a generous 
Spirit of leadcrship should be reflected until everyone in an admine 
istrative capacity fools it, . oh 
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I would suggest occasional group neetinus, by bureaus, divisions, 
sections, where talks are sivon by some one of the d.partmont he 





does not wisk to address the group on a selected subject, he - ight 
discuss questions which they have presented, dealins with the r wo 
In this way the employeets viewpoint may ba presented, discussed 
answered. <A surprising number of employees of yoars of service ha 
60 little conception of the set-up of thoir organization, of its — 


cortain policics exist with referonce to efficiency ratings, fora 
cxample, promotions, leave regulations, otc. They would profit by 
Opportunitics of hcaring these mattors intclligently prosented to 

them, learning of the legislation governing, ctc. They could render 
better scrvice if they know more of these things. There should bo 
more complete intcgration of interests of exccutives and anployecse 


The chasm between administrator and cmployce necds to be bridgede 
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@2e The Government scrvice should devolop and foster just such a plan 
of training as is being given in these classes in personnel admin- 
istration which the Department of Agriculture is sponsoring. Such 

ee ¢an be most helpful ih ondouraging omployecs to think beyond 

. the limits of thoir particular positions, and to gaih a better ‘ 
perspective of the possibilitics of Govormont work. I wuld wish 
to sce smaller classcs ad moro of them, = classes which will 

=seneourage every grade of employee to secure a bettcr understanding 

Morenis work os*related to that of others, to improve himself that 
he may advence into something, botter; and to find satisfaction in 
the Govermment service, Still furthor, discussion groups should 
mect frequcntly, - groups of supervisors, pcorhaps, with a capable 
leader, The vicws of a narrow minded supervisor could be matcrially 
Changed by listening to intelligent discussions of supervisory 
problems » 


Se eb) tas been rightly said by Dr. .Pers on that there is little possi- 
bility of "carned distinction" in the Government at present. This 
is something which ‘should be studied and overcome. Wo could very 
well take lessons from Great Britain's ‘civil service in this regard. 
For what incontive is. there for an cmployee to prepare himself for 
advancemont if he is going to be so hedged about vith obstacles that 
he ¢an not win thc promotion he seeks? Let us study to make our 
Civil service a more desirable field in rogard to opportunitics for 
earned distinctione 


A. Evory employce who wishcs to better himself by trmsfcr should be 
aided in his ambition, if possible. To hold an enployce back because 
‘to relcasc him would inconvenionce his supervisor is a mistake. 


1. 1 doubt very much that there is mae "injustice" in Goverment ser- 
vice than there is in private industry. There is, however, a great 
difference in attitude of Government employees and industrial em- 
ployees towards such injustices as occur. Government service is to 
avery large extent based on the democratic principle, while private 


industry is still an "sristocracy." The average bank clerk accepts 
quite placidly "injustices" which sorely distress the Government 
clerk. 


2. There is no denying, however, that there are injustices in the Govern- 
ment scrvicc ~ but where is the happy organization in which there is 
none? It seoms to me that the principal causes for these injustices 
are (1) the unwicldy and complex form which the Govermment depart- 
ments must take, thereby making for bad organization; and (2) poor 
supervisors. There is plenty of poor supervision in private industry , 

. put-it is not so anjarent to the employees because of the formality 

, which exists between executives and subordinates. In Governmen 

q service there is a great deal more democracy md lack of formality 

in contacts between supervisors md subordinates. This familiarity 

" with the chief is excellent, but only if the calibre of the chief 

is such that it can bear scrutiny at close range. I am afraid that 

in many cases, "familiarity breeds contempt" here in Washingtone 











Se 


~ 10 # 4 



















The work of each devartment, its bureaus, and its sections, sh wal 
be analyzed carefully and a well-organized and detailed org r 
set up by experts. The very best supervisors obtainable ae. 
secured for hoading cach bit of this work, Good supervisors — 

seduced into the Govermment service if its wrk is well organi 
Furthermore, each supervisor, no matter how small his job, sho 
be trained in management and personnel (in a compulsory course 
similar to this one). ALL Semaine should be "taken through the ; 
plant" -- should learn What the other sections in his department : 
do, where their om work fits into the picture, and even what ot 
poner nenes are doing. <A series of lectures along these Liness. 

would be an excellent idea. Last of all, keep up md promote” sti 
further the "dcmocratic” principle in the Government service, whi 
makes for cooneration between exccutives and employees toward &@ 
common ond =- public service of the highest sort, which os 
are entitled to cxpect. 
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Bit X mae GRADUATY SCHOOL io BR 
. Set y DEPARTMENT. OF AGRICULTURE RECEIVES 
\\ = ELEMENTS OF PERSONNEL ADMINISTRATI GN AS 
‘ 3K eh badanigos 
U. 8, Department of Agricultu 
The reference material selected for each lesson is intended to 
Supplement the lecture. It will be closcly associatpd—with—the 


basic idea of the lesson and the purpose of our course™arttouen the 
particular title may vary considerably from the title we have chosen 
for our first lesson. This lesson is of course introductory. Later 
we hope to furnish you with a copy of the lecture. In addition, you. 
may wish to read: Chapter I, "Personnel Administration" by Tead 

and Metcalf. The subdjedt of the Chapter is "The Field of Personnel 
Administration." ‘ 


Many of you will want also to read Chapter VII of "A Personnel 
FPregram for the Federal Civil Service" by Dr. Herman Feldman. 


Still another interesting reference is Jhaoter VIII, in 
"Business Manazement as a Profession." This chapter is on "Scientific 
Personnel Work" and was written by.Dr. Tharles R. Mann, Director of 
the American Touncil on Education. 


Because some of you will not be able to consult library refer- 
ences we are handing you this mimeographed copy of a part of the 
preface and first chaoter from Dr. Ordway Tead's new bock on "The 
mre. or Leadership". Dr. Tead will be our next lecturer. 


After you have read the extract, will you please detach the 
Tast( page, complete the analytical outline given thereon, and hand 
Moerman Cur next lecture hour, April 12. 


THE ART OF LEADERSHIP 


The purpose of this book is to set forth the meaning and methods 
of /leadership as contrasted with the concept and methods of command 
which have so long prevailed in organized human affairs. 


My desire is to help those who direct others, or who will 
presently occupy positions of influence over others, to know why it 
is better to lead than to boss, and to understand how the art of 
leading can be in some measure acquired. 


CHE DEMAND FOR LEADERS 


On every hand today the cry is for more and better leaders. 
But this recurring assertion suggests little as to why this demand has 
become so insistent. Nor does it help to explain just what it is that 
people expect of leaders. We face a general sense of a vital need. 
Yet it can hardly be satisfied until we consider why the need is so 
pressing and what the true meaning of leadership is, 











If talent for genie can be ‘developed at ail, these preliminary 
questions have first to be cleared | away. Examples of the kind OF ae 
demand which is being voiced throw light upon the character of the. (iia 
problem. They show a shift in emphasis in the thought and conduct ofa 
organization heads. Thus they set the stage for the unfolding of a 
drama of absorbing human interest. For here is a drama hese nas. form 
its theme the struggle between two ideas and sets of values; the idea — 
of a beneficial art of leadership is struggling for scene over the 
idea that command and the exercise of authority are more effective 4 


in the handling of organized human relations. 


What varicd expressions this increasingly felt need is producing 
is slown oy reference to particular cases. Not long ago, for example, 
the president of a. large Ay alia called to his New York office the 
superintendents of the company's ten manufacturing units. His remarks” 
to them were as follows: 





Gentlemen, we have always believed that our relations ies 
workers were built up with a consistent and liberal pers sonnel policy. | 
We paywages and salaries above the market rates. We make systematic 
provisions for sickness, death and old age. Our various thrire eee 
have resulted in a relatively hish nercentage of home ownership among — 
our staff. Our unemployment compensation plan, although it had to va 
be modified as the depression went on, has meant and will mean again an 
assurance of stable income. Our employee representation plan was care- 
fully devised and it has been in operation for ten years now ~— jong : 
enough for our men to have developed confidence in our willingness . 
to deal with them in a straightforward way on any questions they may © 
wish to raise. In several of our plants we have collective agreements 
ae ae unions in certain crafts. And these dealings have worked ~ 
out well. ve 


Still. I am not satisfied with the kind of response and coopera=— 
tion we get. We need and have a right to expect a greater internal 4 
harmony and unity of drive among us all. We have to have this if our 
company is to succeed -- not merely in making money but in building ; 
men as well. - 

You know that we have had various executive training activities 
from time to time. Now we need these more than ever from top to. a 
bottom among our supervisory staff. But we need a new emphasis. We 
must train for leadership and try to make our executives real leaders 
of people. va 


5 


I believe our policies of industrial relations are developing 
soundly. But I don't believe they are interpreted adequately to get 4 
the cooperation they should. Executives who are leaders can and will 
get across that interpretation and help to create a better attitude — 


in the rank and file. They can arouse enthusiasm and create improved. 
morale. ee. 


o We won't get these until we all try to lead -- and not merely 
OSS. a 
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_ _Another meeting of quite different character, but prompted 
by the same kind of difficulty; was held recently at the call of the 
newly appointed State Prison Commissioner in a western State. Those 
‘whom he had sumyoned to meet him were the wardens of the. several 
state's prisons. What he said was this: 


I have asxed you to meet with me because the desire of the 
responsible state officials in appointing me has been to effect a 
gradual but fundamental change in prison policy. 


As you lmow, our attention in the prisons of this state has 
largely centered on preventing the escape of our charges. As long 
as we held them securely during their allotted terms, we were suppoged 
to have done well. What happened to the men thamselves, when they 
were under our care and when they got out, was felt to be little 
eoncern of ours. 


The times now make different demands upon us. Prisons are 
more and more expected to be agencies, not of vindictiveness, but 
of correction, reeducation and readjustment of men to conditions 
of normal living. The whole incréasée in the use of parole looks 
‘in this direction. 7 


How can we try to realize this aim? Many changes are no 
doubt called for. But one which must come, whatever else happens, 
is a new attitude of mind on the part of all prison officials who 
deal with the prisoners. They heve been gaolers, bullies, custodians 
of men whom they feared. ‘They mist become educators, leaders, correctors 
of sick minds and a constructive force to help men tack into normal 
relations with their fellows. 


I kmow this change is not the work of a day. But essentially 
what we want is that vrison officers, from wardens down to guards, 
shall be leaders of men. Only as this kind of attitude can be 
instilled, can we change the atmosphere of our institutions and 
humanize their aim and methods .... 


A year or so ago the director in charge of the supervisors 
of district nurses throughout a largé eastern city came to the 
author and this was her story: 


We have forty sunervisors, each in charge of a district of 
our city, and under each supervisor between twenty and thirty-five 
nurses are engaged in visiting the homes of those requiring nursing 
S€rvice. . 


These supervisors do a splendid job. Rut the depression has 
increased their problems in various ways. Promotions are slower; 
work is harder; incomes are reduced; fatigue is a factor. 


We all believe that we could do a better job if for a time 
we stopped conferring quite so much about our routine problems 
and discussed together how we can be better leaders. We believe 


’ 
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situation if we knew better what is involved 
We want help in that direction... 


» 


we could improve the whole 
in leading the nurses whom we direct. 
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True incidents like these could be multiplied by the score. 
They reveal a need both where individuals are directing others to get 
work done and where they are trying by personal influence to alter 
human behavior -- as in schools, churches, political bodies, and 
character-building agencies. The demand is that executives do more 
than command and boss, and that public and professional guides do more 
than exhort and manipulate others. 


WHY THIS DSMAND? 


It is hardly possible to exaggerate how mich associated group 
action there has to be in the modern world. In at least three 
quarters of his waking hours every adult now lives and moves and 
has his being in a succession of group efforts. There are groups in 
which we work -- corsorations, institutions, governmental dppartmenta 
and burecus; those in which we play -- golf clubs, athletic and leisure- 
time assuciations of all sorts; tiose in which we do civic work - polis 
tical parties, "service" clubs, tax-vayers' associations; those in | 
which we are educated; those in wiich we worship; or those in which 


we fraternize for the sheer pleasure of social intercourse. 


It is hard for.us to realize what a relativety new fact Siieauem 
one imposing new challenges as the size and number of modern organiza- 
tions continue to grow.. The vital problem is how to make group activity 
a happy and satisfying experience for people. On every side people 
are coming to recognize that one crucial factor in the solution of 
this problem is the quality of leadership displayed,within the groups — 
they join. | . 


Why is this so? 
The ansver is to be found in facts like these: Organizations 
today are typically found to be growing by division, like certain 
lower forms of biological life. They also assume the effectiver 
part ieipatvion of. hundreds of individuals who are continually joining 
them with little prior knowledge of what the organizations are striving 
to do. They tend, moreover, toward a more and more complex function— F 
alizing of individual duties. They tend, finally, toward the building 
up «8 a wide geographical hierarchy of administration. “4 


4 


_ So recently has this problem come upon us in every walk of 
life that it is easy to ignore its wnwholesome and artificial conse- 
ee The combination of these factors separates the individual 
rs or worker more and more from a vivid personal connection with 

. cosets he joins. The tie becomes impersonal, cold and | 
uninspiring. Instead of the warm feeling of group solidarity which . 
a want, they find anly a tepid and formal relation to a corporate 

n. Such impersonality and contractual formality are abhorrent 
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to our human nature. All its natural impulses rebel against a way of 
life so far removed from the blood stream of friendliness and personal 
devotion. 


Consider more specifically what happens. Typically in many 
organizations -- non-commercial and commercial alike -- worx is divided 
departmentally. Hach department, division and operating section has 
a directive head. The contact of workers with the organization as such 
comes through the head if it comes at all. 


Yet each individual's efforts are expected to fall into place 
as a related part of a whole large plan of pooled collabmyration. Here 
iS a problem which never solves itself spontaneously. However eager 
a "joiner" a person may be, he only comes. to a sense of genuine oneness 
with his several groups as he experiences. some deliberate unifying 
Summons and personal quickening. 


Whether it is joining a new church, entering a school, being 
newly employed by a corporation or coming into a garden club, everyone 
has had the painful experience of feeling unacquainted and unrelated, 
of feeling that he "doesn't know what it's all about," of "not feeling 
wanted," of "not knowing where he fits into the picture." 


It takes 2 special effort on the part of someone in the organiza- 
tion to overcome this feeling. That effort toward a unifying ol the 
desires and efforts of itsnembers is a distinctive task of the leader. 


Again, the division of labor characteristic of many kinds of organ- 
izations is a fact that tends to separate and isolate individual members 
from the central purpose. People's outlooks take their color largely from 
the kind of experience they have. The worker in the production depart— 
ment sees his department as all-important; those who work ay selling 
stress the. sales end. In every organization the tendency is both 
of the departmental heads and for the rank and file of members to see 
the organization's problems in terms primarily of their own functional 
effort. And as departments and functions become more elaborated and 
more cut up, this danger of a solely specialized interest increases 
correspondingly. 


It is necessary only to set down some of the typical functional 
divisions now found in organizations to see the likelihood of member s 
losing their concern for the success of the whole in favor of their 
part of 4t,. Gksre are; fdr example, the functions of administration, 
supervision, purchasing, engineering, research, planning, publicity, 
production, finance, sales and personnel. 


Only comoetent leaders can correct the tendencies which funcetion- 
alism and division of labor create. Only the leader can keep the 
group committed to that unity of aim which alone produces the best 
results. 
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Look, moreover, at the many organizations which branch out. 
from small department of a local unit, to a whole local unit, toy: 
a district office, toa state branch, to a national headquarters. q 
We see, for example, big railroad systems, the Red Cross, a national 
political party, the-Y.M.c.A., the General Motors Company, the Roman 
Catholic Church, the American Federation of Labor. In every such “ 
instance leadership at the top is not enough, any more than authority 
at the top is enough. Both have to be divided and stepved down until 
every last merber is effectively tied into the whole operation. \ 
Army organization has long recognized this truth. The top sergeant — 
is trained to feel that he as truly as the general must be a leader. © 
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The concern already exhibited. in industry about improving 
the competence of the foreman, in the department store about the buyes 
in politics about each ward committee head, in organizations like t 
Y.M.C.A. about each local secretary -- all this represents a new 
acknowledgement of the possibilities of improved leadership. The need 
is for an intihate and heartening personal stimulation at each point 
of contact with the entire membership, clientele or personnel. a 


Obviously, the field for exercising leadership has been enor= 
mously inoreased by this multiplication of organizations, functions, 
departments and subordinate geographic units. Formerly it was thought 
that reliance upon supermen and born leaders was enough. Now the 
demand is for effective leaders in many fields on many fronts and at 
successive levels of authority. There are simply not enough born 
leaders to go around! To develop them has become imperative. 7“ 


Because of our need our idea of leadership mst change. The 

leader is no longer to be looked upon 4s a unique individual set apar 
‘from humanity by unusual personal qualities. The leader in one orgam 
ization is often the follower in another. Most of us are normally ~ 
followers in many activities. Some of us are leaders in one field | 
Only, while the more capable are found to be leaders in several fields 
Simultaneously. Some are leaders temporarily -- as when they are 
elevated by eiections; others are leaders more permanently by appoint. 
ment or by pe:sonal eminence. And occas ionally one is in fact a leade 
although he carries no title and works wholly behind the scenes. } 
Many so-called political bosses, for example, who have neyger held ‘pub! 


office, exhibit qualities of genuine leadership and exercise great 
power. 


in other words, faced as we are by a new kind of world —- one 
in which organized action is the typical channel and area of personal 
effort -- organizations require more than to be administered. They 
need to be led because the human relations of the leader to‘the followe 
are far more normal and necessary to personal responsiveness, than the 
orders of the commander or the ‘routine contacts of the executive. — i 


HOW DOSS LEADING DIFFER FROM COMMANDING? 


Popular notions of leadership tend to be expressed in terms 
of power to command or ability to dominate. ‘The whole contention of 
this book is, however, that commanding 6f itself is wholly inadequate 
as a basis for getting results from people working in association. 
All our knowledge of human nature confirms this view. 


Contrast, for example, two familiarsattitudes. A civil engi- 
neér who does outdoor coristruction work said this: "We never bother 
about grievances or misunderstandings with our men. If they don't 
obey us as they should, we fire 'em on the spot and hire somebody else." 
That is command in its more naive manifestation. 


pee ss The personnel vice-president of a large company, on the other 
hand, said-this: "More and more we are trying to offer our workers _ 

@ life career in our employ. In taking on a man we are trying to esta- 

-blish a relation which will be right and havpy both for him and for jis, 

py And we take a lot of time both at the start and all the way along to 

} . build up that sense of a permanent common interest. We pay a lot of 

' attention to having our foremen and department heads translate the 

company's good will tc the workers and bring them into a feeling of 

being in and of the company." That is the temper and desire which 

characterizes real leadership. 


Again and again executives both in business and in non-commercial 
Organizations have stated that merely for people to know what they are 
‘ Supposéd to do is not enough. A worth-while objective, a good 
Organization plam, a disposition to act fairly for the members of a 
éroup-—- these.alone never produce the strongest group cooperation and 
morale. Someone mst make it all appealing. Someone mist make the 
group loyal to the purpose. Someone must be able to show people how 
they are benefited by joining, That someone is the leader. 


Command is interested in getting some associated action which 
the commander wants to secure. It is an exercise of power over people. 


Leadership is interested in how neople can be brought to work 
together for a mommon and effectively and happily. It implies, as 
it has been said, the use and creation of power with people. ‘The former 
_ is interested solely in the result. The latter is equally concerned 
cabout the process by which the result is attained. 


Those with the command attitude tend to assume tnat organizations 
as such can be selfppropulsive -- can be bossed into survival. The 
fact is quite otherwise, as the rise and fall of organizations prove. 
In any organization the really vital momentum is small and routine 
-As its size and age increase the danger grows that the big, animating 
purposes willbe diluted, misconceived ofeven forgotten. Followers have 
constantly to be restored to warm and compelling contact with the cen- 
tral sdurces of power and motive. And these sources of power have to 
‘radiate out, be stepped down and transformed into local light and heat. 


ge 
e :. 
‘Commanders ‘tend also to believe. that organizations exist solely 
to fulfill the purpose they are specifically organized to carry out. 
Such a view is dangerous in its practical consequences, For it does 
not take adequate account of how people really do respond best even 
in grows where the main objective may be acceptable to them. A cOrpo- 
ration which always acted eee on the premise that "we're not in 7% 
business for our health; we're here to make money"! would obviously make 
many short-sighted decisions. A gdlf club that was run just to make ion 
possible to play golf would lose its.members. For they also’ want as : 
accompanying values such thangs as care in the selection of members, 
a pleasantly appointed club house, a chance for their families to take — 
lessons of the "prdé" and an occasional evening social function. 
A church which did nothing but conduct worship would be regarded by 
many as too austere an organization to join. 








In other words, in every organization, irrespective of its explic) 
aim, the whole man has to be appealed to and ministered to. It is 4 : 
false over-simplification of human motives to assume that people in join- 
ing a gfoup.do so with only a fraction of themselves. In addition 7G 
Satisfying that fraction, organizations must also have regard for the ~ 
total sense of worthfulness and self-enhancement which individuals are. 
always struggling, to secure for themselves. 


The commander, because he has the power, can easily put the 
welfare of the organization ahead of the welfare of its members. The 
leader because he knows human nature will strive to make the welfare 
of the organization 5; 1 of its members one and the same thing. For 
he will appreciate that organizations are always means to an end, agen@le 
to help achieve what people want. It is the human beings themselves 
who are the ends. 


Commanders direct organizations, and in so doing subordinate 
to organized ends. Leaders guide and develop 4 indiva . wals so that they @ 


Willoaleo «share: 


It follows thus that the satisfaction of the leader is not . 
justifiable end and aim. The leader may attain a sense of good work wel 
done;-he may achieve glory or even virtual sainthood in the memory of 
‘race. But he leads because he offers people something they want. a 
They, without him, cannot be made nerfect. He is a summoner to organize 
effort. He is the agent of a power that uses him. That power by what—) 
ever name it is called is a real human creation-- a product of the psy= 
chological fact that in human affairs the whole is greater than the sum) 
of ite parts. 


In short, oxeen tag oay if they are not to rely soldy on fear 
or intimidation to compel their members! efforts, nave to operate thro 
the power and desire Sige ea in the members. They must have morale. 
morale is that patenne attitude of voluntary, enthusiastic and effec 
mobilization of a group's efforts for the accomplishment of some purpo 
And that attitude is called out and sustained by a good leader. Witho 
him it .rarely appears. 


* i 

far ori 
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: ‘To achieve morale the desires and motives of followers have to 
focussed and released. Despite the fact that human 

are often said to be the shadow of one man, they are 
more the shadow of the zeal of those who nelped hin. 

not the result of commanding and directing. It is the 
Summons and a rallying of eager desire to Hes something 
ed to be impor.ant. It is that summons which the good leader 
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Sneopening this scrics of ton lectures on the Management of Porsonnel, 
Peuse; tO say At the outset that there arc few subjects which are more 
mon study than this. The Department of Agriculture is entitled to 
Beeor Having, taken the first step in presenting this series. of leetures 
re important a subject, Aithough we have been practicing the art of 
orient Of ‘personnel ever since the foundation of this government, I do 
now that any department has ever before undertaken hs inquire systenati- 
how the technique of supervision can be improved. ‘This forward-looking 
: courirms a point which I made a fow weeks age when I was addressing 

‘4 “a ere in this room when I said that the Department of Agriculture 
he reputation of being one of the most prozressive ard most intelligently 
es O01 all the departments of government in Washington. 

7 The subject of manarement or supervision of personnel is a large one, 

i had we time to explore the ground completely it might well lead us into 
tically y every phase of personnel work, It is the purpose of this. course 
Understam it to focus attention not so much on the lav of public officers 

® rules and regulations of the Civil Service Commission, but rather on 
human relations which exist between supervisors and subordinates, and 
VWndolesome nature of which depends so greatly the happy and successful 

O each of us, 

Bi Tiyy i 
t May 1, therefore, at the outset put to one side any consideration of 
latbers as the technique of testing and the rules of certification, which 
bof primary interest to the Civil Service Commission, May I also set aside 
omplicated work of record keeping which absorbs so much time both in the 
Service Commission and in the departments » Furthermore, I propose to 

5S discussion of the technical aspects of classification, although good 
jification is certainly one of the elements of proper mamé cement. You will 
be pleased to know that I shall not urncertake to repeat the rules and 
lations of the Civil Service Commission. finally, I discard for the present 
e the decisions of the Comptroller General and the Attorney General with 
mee to personnel, not because in particular cases they may not have sone 
ng on the ques Bai on of good supervision, but because in gencral a study of 
ource of information about personnel tork vould lead us too far afield. 


As I understand it, the fundamental question vo which we seek answer 

5 course of lectures is, what makcs a job in the civil service worth 
What csn be done, and what should be done to make vork with the govern- 
ere orth while than it is, more interesting, more stimulating, more full 
ortunity, more challenging. Back cf this vasic qestion lie two con~ 
@tions, each of which is of great importance. The first of these is, 
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that an active, energetic, and contented personnel is able to tranact public 
business wore effectively and iuore iutelligently than a group of men end wa 
whoo work under a sense oY injustice and grievance, Perhaps even more impo 
from the broad humen point of view is the second consideration, that, hun 
speaking, our work lives ought io be as full of satisfaction and as free fro 
Limitation and irritation as possible in an imperfect world. ; : 


Whether frow the point of view of uore effective transaction of go 
ment work or from the point of view from creating a happy and stimulating w 
enviromncnt, the preblem of waking govermnent jobs more worth while is of — 
primary importance, oe 


We must recoguize at the outset that part of the answer to the probl 
falls outside tue jrrisdiction of the Civil Service Coumission end of tne © 
departiicats themssives, ior some work conditions are governed by legislation 
and by appropriation acts, all of which create conditions which civil service 
stuffs heve to accept, The basic civil service recuirements, the scales 
pay, the particuler legal provisions of the economy acts, and other phase 
personnel manogemeat are fixed in statute beyond the reach of any supervisd 
no matter how conscientiovs or how sympathetic he may be. ‘a 

A laeze vart of the task of mlcing govermnent work worth while can,” 
however, be faced by supervisors in hija and low position with the kmowled 
that taey have it in their power to make good working conditions and thus 
expedite business and creato a high morale within tueir org:nization, Cru 
conversely, they have it in their power by lac’ of applicetion or underst 
ing to create stresses and stroins within their orgenizetifon which lower 
and waich cumulstively male trouble. 

me 

In ny judgment the primary responsibility for imaxing government jo 
Satisfying and interesting rests both with the employee and with tne supe 
visor. If supervisicn is good, work results tend to be good; if supervision 
is bad, wor resvlis tend to be poor. It is undoubtedly true that in most 
eovermient offices supervision and management are generally not obviously — 
bad, end on the other band, if my very brief cbscrvation is dependable, tit 
are not at times stri<tingly good. There ere, howeyer, a whole range of con 
sideraticus and a lsrge amber of specific devices which are known and tes 
all of waica taxen together iske it possible for supervisors to do a much 
better jod of supervision. It is one of the purposes of this course of — 
lectures to set forth souwe of the wens, suent methods which already are in 
use in many cases in different yoverment officos and which in other cases” 
have beca tested in industriel eployient. a 
Mey wa turn for a mowent to analyze the process of supervision if: 
Tae simplest type of supervision arises when only two persons are involv 
& supervisor and a subordinate. A famous literary case which will illus 
the point is tae story of Robinson Grusoe who supervised Lis man Friday o 
Robinson Crusoe's isle, This type of 1-1 relationsuip, ol course, is net 
comsuonly found in ,overnaent office and presents the simplest kind of super 
visory problem. It mey, however, be a very real problem, and I have mov 


Cases where an unfortunate secretary suffered deeply on account of the st 
of her boss, 


t 
pen) 
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The l-1 reletionsain quic ‘ly develops iato a 1-@ relationsaip 
were t.1e supervisor nas tyvo stoordinates na where the possivdilities 
Of numan action and reaction bein to increase in gcomctrically propor- 
tion. Now tne proble:a is not iscrely ono of .ajusting tne personelities of tro 
persons eaci to tne otuer, but of adjusting tarse persons each to tne 
otasr. Coordination of effort, one tusk of swoorvision, expands in scope, 


Possibility of tension may davclop not merely botween stwervisor and a 


suboriinate but vetveen subordirste and subordinate, or between tue two 
of tuem collectively end the superior, The 1-2 supervisory reluticns/iip 
readily expands into tue one-manr relationsn'p. This may involve, in 
extreme cases vere routine work especially is involved, one supervisor 
to tventy or thirty or forty svbordinates. 


AS soon, Sowever, as the swperior-subordinate-supervisory re- 


lationsnip expands into such nuwibers 2 new administrative device comes 


into existence, The one svpervisor finds it impossible to deal effectively 
wita twenty or tairty or iore subordinstes, and consegueatly he introduces 
an assistant supervisor who tates a part of the loud, 


We then have a supervisory situation bvilt on tvo levels instead of 


one waich mey be expressed in the forimla l-l-severazl. Tis forimla in 
“ttrn rapidly expends into « situation where two or torce assist: nt super-~ 


Visors i: y 62 required and we heve tae formula l-d-severnl. 


Tis tyyve of analysis can readily be Geveloped until it expends to 
correspond to such « auge orgenization as the Derartment of Agriculture, 
Wiere tier woon tier of supervisory responsibility is built up ultimately 
to tie Secretary of Agriculture nimeclf. At each level of cupervisory 
Fesmonsibility a somewaet different problem is nut, end it is obvious taat 
tne difficulty of supervision and correspondingly tne necessity for -zore 
careful attention to supervision increases with the size of tue organi- 
zation und with tae building up of an extensive orgenization. 


Such an elaborate organization is cnarectcristic of most gsovern- 
went departments, The simple tynes of supervision are less comuon tuan 
$8 Culmplex types, Each type, nowever, Wien analyzed into its elements 
presents tae face to face priusry contact of individual wita indivicual, 
one a smpervisor, the other a subordinéte, or oue a nigher supervisor, 
the other an intermediste or lower supervisor. The essential fact of super- 
Vigion is tat it is a person-te-porson coutoct wich for its successful 
perforaence depends upon tne eetisfrctory adjustuent of individurl to 
individual. Tuc complex of interrelations emong persons incroases tus 
larger tao orgemizetion; and tue muwer of disturbing fuctors increcses in 
geometrical ratio, but at the bottom of 1t all is tne diusediate aircet 


personal cont.ct batweon Joim Jones and Sill Gaita of Mary Broim. If tuose 


sont. cte ynd percome, adjustaents are worked veut succenstully, supervision 
18 ood, orci nization is wnolesoue, production is s..tisfactory, and worale 
is hign., Too great importance can not be attacred to tuese relations.tips, 


end in the course of the following lectures umch will be said avout tue 


isetnod by wuich they can be properly establisued cud happily maintained. 
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Mcy we now turn from this brief analysis of the framework within 
waich tae technique of supervision operates to look more closely at the 
art of supervision aud management itself, As we look arovmnd at the way 
in waich different supervisors ‘wndle their staff, we see many different | 
métnods actually et work, Each method represénts the particular way in 
whic one type of personality approacnes a. task, modified by the reaction 
which these supervisory methods develop in tne subordinate group. Obviou 
it is impossible to catalog all the different types of supervisors and al. 
the different wetuods of supervision, It will.be helpful, nowever, to point 
out certain sharply contrasting types wiich may serve as guideposts to tne 
more accurate understandiaug of related types. I shall suggest three types — 
of supervisors, all of which may be clearly differentiated and of which I 
Suppvss examples may be fornd in any large department. Tnese types I call? 
the wilitary type, the forunsan type, aud the leadership type. The names 
suggest the different attributes of each svpervisory type, but I shall de 
each of tacm in somewhat greater detail. ‘aol 


“ee 


The wilitary type is, of course, peculiar to the Army end the Navy 
It rests upon en ofvicer class in wich the right of comnand is specifica 
located, It proccods upon the busis of iuplicit and complete obedience un 
all circumstances, even to the risk of life and limb in tinue of peace or. 
time of war, It requires from the subordinate, the tank and file, no thi: 
more and notning less than the complete performance of ench command, ‘he 
subordinate is in no sosition to guestion the wisdom of the comuaand recei 
from nis superior officer, nor aan he delay or equivocate in its performe 
nor Can he resizn if ue is dissatisfied, The iilitary type of supervisi 
is buttressed witu the insignia of office, vith the ceremony of salute, 
Otuer devices intended to distinguish the officer from the man and to em= 
phasize the right of the officer to comand and tne duty of the subording 
to obey. ‘a 
y | 
This is a type of supervision which in a military establishment is — 
effective, clean cut, and universel, However useful in military circles, — 
it is not a type of supervision which cen be recomaonded for civil admini 
tion, It is not couducive to developing morale in a civil organization, 
tends too easily to develop arrogance, on overbearing manner, and the te 
nique of domineticu rethsr then Leadersnip. Variations of the military‘ 
ef sxparvision cen be found in $913 public offices. These cases represent 
unhappy illustrations of the power cowplex, a psycnological disaster which 
affects aeny persons high end low. Tue seving grace of the power comple: 
Napoleonic figures is that great historic results ay be achieved by it. 
power cowpiex in s unit supervisor or « division caief has no such saving — 
grace ond vould be funny if it were not tragic in its consequences to those 
unhappy subordinates who may be subject to this type of supervision. Th 
military type is seldow helpful in civil administration, so far as my obs 
Vation lewis, Too freyrently this type of overbearing management is the re- 
flection of an, inferiority complex or a sense of insecurity on the part of 
the supervisory officer. Sonetines it is due to ignorence of the fact that 
tuere arc otuer ways of securing results, These metuods create an uncom 
fortable situation certainly for those under supervision and quite often w 
out doubt for the supervisor hiaself, While quite warranted in insisting 
upon firmness, such a supervisor may well remember that tnoere are other ways 
of getting work done than the Wey which has been formalized by the Arny. 9 


el 
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Another type of supervision I call the foreman type. This is the 
type waich one may observe perhaps in its purest form in the ditch digging 
gang, extending water pipes on the outskirts of any Americen city prior 
to the depression. The gang itsclf is freauently composed of a group of 
imuigrants, unaccustomed to tue politer forms of social contact. The boss 
may himself be an imaisrant of more or less recent vintage but auply 
equipped with a conmaand of colloquial Mnziish, His method of supervision 
consists chiefly in bold lenguage, much shouting, and occasional blows, 
dDacted up by the thréat of instant discharge if the unfortunate ditch dig- 
ger fails to please his supervisor, the foreman. This kind of svpervision 
is rougi and ready and is exclusively concerned with getting the ditch due, 
not with tie social or peychologicai consecuerces of the orocess of super- 
Vision, 


Happily this type of supervision is uncomon in public offices, 
out it is not unimown. Its emphasis on results, that is getting the 
‘ditch dug, is probably the sluost wiverel emphasis in public office 
as well, Its disregard of the socie] and psychological consequences of 
the supervision itsclf is also common elsewhere. I refer to this case 
Chiefly to maxe the point that the Sénsral objective of intelligent 
Supervision in covernment office is at least twofold: one object being 
to get tae work done whatever it may be, a second object to create whole- 
some and pleasant working conditions while the work is being done. Of 
this more later, 


The third type of supervision is whet I call for lack of a better 
term tne leadersuip type. Here eppeal is wade less to command or to 
force then to a sense of ccopcration and of team vork, A recent English 
report referred to "the accepted principles ot team work," and these 
principles micht well stand as a symbol of s more enlightened type of 
Supervision in civil service than either of the two types which I have 
Just suzgested. 


Tbe supervisor who conforms to this constructive type of manage- 

| ment.is entitled to proper recognition as the captein of the team, but 

he recognizes that he is not the whole team. He calls tho play but the 

team steps into action as a team for the achisovenent of a common purpose 
and not for the glorification or advantage of the supervisor, The team 
responds not throven fear of consequences bret through respect and regard, 
This type of a supervisor prefers to build the morale of his group on mutual 
resp.ct and loyaity, not on coercion or loud talk. He builds up initiative 
insteed of repressing it; he releases energy instead of sterilizing it; 

he creates uovale inetead of destroying it. He is a constructive force, 
not meroly a productive machine. He is const:ntly on guard to preserve 

an unbiased and impartial attitude with reference to his staff. Ee plays 
mo favorites, and not only preserves an impartial attitude but seexs to 

be S50 Obvivusly unbiased that no onc can guspoct any prejudice in nis 
orficial relationships. As I view the public service, he represents the 
type of management and supervision which snaould be tacen as a model in 
preference to either the military type or the foreman tyne. 














































Other types of management might readily be described, but I wil 
these three examples to stand as sharply different ways in which the gé 
task of management may be approached. A very great deal depends upon the — 
spirit in which the supervisor undertakes his work, and although no ‘superv 
will correspond precisely to the description which I have given of these U 
types, many superviscrs will correspond fairly closely to one or to the ¢ 
In the interest of a wholesome public service, the military type and the 
foreman type should be discarded as rapidly as we can make our adjustmen 
a more constructive method of supervision. i, 

Assuming therefore that the leadership type of management is accep 
as the general pattern, we may proceed next to inquire what techniques of 
supervision may be worked out. Here I must take refuge in the remark that 
this is the introductory lecture and that you will not expect me to be to 
specific about the specifie methods of supervision which can be used in pé 
cular cases in conformity with the gencral form of leadership which I sug 
for your approval. These special techniques will be the subject matter 
more than one of the succceding lectures, and I hope by the end of the, cot 
many specific suggestions will be made for your consideration. * 

Even in an introductory lecture, however, something needs to be sa 
in a general way about the application of different techniques of manageme * 
It is of great importance to recognize the doctrine of variability in this 
rather intimate human relationship of superior-subordinate. Any formalized — 
iron+clad rule book system of supervision is bound to be inadequate and in. 
many cases productive cf more harm than good. A supervisor has to be ete 
vigilant to apply particular methods of supervision in the particular ca 
where they are appropriate, and to avoid methods of management which are 
suited to the persons or to the groups which are being directed. ? 


Any supervisor tho studies his subordinates even in the slightest 
degree quickly recognizes grcat variations among them. He sees the sensi 
employee and the hard-boiled; he observes the responsive and the irrespon 
he learns to know thé loyal and the disloyal; he sees the quick aml the d 
He may even contrast with his normal group of psychologically well-balanced 
subordinates one or more who are distinctly neurotic or psychopathic. He 
becomes familiar with the broad difference between the two psychological 
types, the extravert and the introvert, : 

It may be worth while to pause at this moment to say, if you do not 
happen to be familiar with thewe psychological terms, that they represent — 
two broad categories of human personality and that no slightest stigma a 
to either type. The extravert is characteristically the sociable, talkat 
sometimes bustling cort of a person who makes contacts easily, whose ima 
tion runs freely, and who enjoys social life. The extravert deals with 
persons and things rather than with ideas and books. ae 


e 


ee 


; The introvert on the other hand is an introspective type, not 
sociably inclined, preferring to work as a lone wolf rather than as a member 
of a groupe He lives vithin himself rather than externally with the world 
at large. He is more likely to be interested in books and ideas than he is 
in persons and movements, He may be quite as valuable a citizen as the 
extravert, but he represents a different psychological typee ' 


. 


Obviously, intelligent supervision will use different methods in 
dealing with an extravert than in dealing with an introvert, just as an 
intelligent supervisor would react differently to a hard-boiled subordinate 
as contrasted with a ssnsitive soul, Perhaps I should add that a supervisor 
should act differently in these cases rather than imply that he always does. 


sid 


Time will not permit me to devslop these different human types and 
Wariations, but I do wish to emphasize the exceeding importance of adapting 
isupervisory methods to the type of person who is being supervised, One 
method of supervision, however good it may be for Mary Brown may be absolutely 
Mabal for Sally Jones. I can not help but belisve that a great deal of the 
Unhappiness which one encounters in some sections of the public service is 
ieue to the simple fact that supervisors have not been intelligent. in thei 
task of supervision on account of failure to recognize the fundamental 
mifferences in human response which are represented by some of the psycholo- 
ical types which I have just described, 


: With the necessity, therefore, of adapting means to ends firmly 
fixcd in-our minds, may I proceed to consider briefly the two major types 
Pr) supervision with which all supervisors are from time to time concerned. 
One type of supervision may be called. broadly the repressive md corrective; 
ihe other type is the constructive and developmental. 

| The repressive and corrective type of supervision is sufficiently 
common fo require little discussion. It may be merely correcting a mis- 
Munderstanding of work assignment in which no emotional tension is created; 

it may mean the correction of errors in the construction of a statistical 
meable; it may mean caution avout too frequent tardiness; it may involve a 
marning about the consequences of failure to pay onets debts. O¢casionally 
it May involve reference to the disadvantage of excessive use of intoxicants. 
In short, from time to time employees wittingly or unwittingly put themselves 
fin a position where it is necessary and proper for a supervisor to warn, 
Teprimand or punish. So long as human nature remains imperfect, and I 
‘Suppose these imperfections will outlast the Nev Deal, we must expect super- 
visors to be prepared to supervise in this sense of the term. Supervisors 
meertainly should not shrink from strong medicine where this dose is inditated, 
‘. The other major type of supervision is what I call constructive and 


‘developmental. Here the suvervisor is not criticising or correcting or 
Warning an employes, but is taking affirmative steps to improve the situation 
jin which the employee finds himself. There ere many illustrations of ways in 
mhich such constructive supervision may take place. ne important aspect is 
50 give attoution to the social adjustment of newcomers to an office, Those 
who have been in Washington for many years do not realize how GiPe ioubt a t.s 
Bt times for new employees to fit into the social life of their group or of 
pe community. Supervisors can be helpful at this point. 


: | It might well be a continuing interest of supervisors to recommend 

%o their employees further educational opportunities, so that these employees 
may progsressively fit. themselves for promotion to higher positions. The 
umber of such opportunities in Washington is steadily increasing. Care 
should be taken, however, to make it clear to the employees in one's office 
hat they are under no campulsion to take training or to attend any courseSe 
In the Civil Service Commission we have a weekly seminar in eivil service 
practice. Attendance at this meeting is entirely voluntary and in my opinion 
‘this is one of the chief reasons why it is working so successfully. 
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‘Constructive supervision is jenieees ( in the persons supervised as well as 





interested in his work. This will require a good deal of skill in vai 
assignments so that a man or womai will not be kept indefinitely at th 
desk on the same piece of work, These changing assignments are a definit 
stimulus and furthermore give opportunity to observe to what degree an. emp 
may have capacity for growth into greater responsibility. 































A skillful supervisor will be prepared at proper times to advise ~ 
his subordinates on eae rather sacra a of personal arp. pe s 


really neceéssarye «A hilital speryvi sor can do ee on bring down some o: se 
the lightning rods an’ smooth out some of the humps to the great advantage | f 
everyone concerned, .t this point also I may say that a skillful super visor 
Will take care in making assignments to avoid placing together two persons” 
whose individualities, are eee. oe ee wear ae Rea ao) ee 


each other's sphere of influence. 


This ‘suggests 2 Turther interest which intelligent supervisors will 

have in their subordinates, a much more elastic opportunity for transtere than 
have at the presens time, ‘A whole lecture might well be given on this a 
subject, but I will content myself with saying that greater opportunity Tory 
transfer and by implication for promotion is one of the crying needs of the 
civil service, es 
This leads me to suggest a proposition Which everyone will agree to! 

in principle but which only too few supervisors vill accept in practice. wi 
The proposition is that even the very best anployee in one's group ought 
be given the Eee opportunity to move to another office whenever opportun 
for the improvencn cH of his position appears. I am aware of the fact that © 
altogether too oft a really able employee is carefully concealed fran the. 
knowledge of eae office or section so that no competing offer will be” 
made to him, This exccedingly short-sighted policy represents ye complete 
perversion of proper managencnt. a 


In short, the constrictive and developmental type of supeneie an iso 
, -] + + a a4 a ainsi + : 
interested in the pub’ic service as a whole end not merely in the narrow PT. 
welfare of the particular tiny unit over Splae the supervisor presides. e. 


in the maintenance of "Law and ornersyt an to the extent that the cmployees 


are helped by costructive supervision, to this extent the interest of the i 
govornment is served, ae 


Supervisors mst eternally Keep in mind the fact that their avede 
toward their staff is quickly sonsed by their subordinates, and thet this - 
attitude is refleated throughout the section or division ae which ‘they. oa 
preside. Supervisors must always remember, too, that the sreater respect 7 
the employees have for them the moro canpletely they will enjoy their work: 
and the more effective will be the work of the unite 





By and large we have had too auch repressive and corrective supers | 
Nis in the public service, We have not had enough constructive and 
evelopmental supervision. The former is relatively easy; the latter cal. 





for qualities of personal leadership and insight which are difficult and 
relatively pare,) Wei.can not be content, however, with the quality of our 
iMupervision until we have @ proper balance of the two types which I have 
been describing. Some employees will require heavy doses of repression in 
orfer to kecp them within the limit of cfficial conduct. Most employoes 
mespond to the helpful influences of constructive supervision, and it may 
even appear that some lost souls for whom harsh control has been a long 
time prescription may themselves respond to a sunnier and more hopeful type 
Of official contact. 


In presenting this point of view, may I say that the objective is 
not mere sentimentality. Nor need supervisors concern thumselves about the 
danger of building up their subordinates to the point where they will take 
away their ow supervisory jobs, The object. in view is defini tely to 
Amproye the public service by making it a more wholesome place in which to 
ork, If the public service is more wholesome, greater interest in work 
Will follow automatically and greator Baan A ef this wil be 
méeficeted in hard dollars and cents savings to the taxpayer,.and even 
iederal employees, having recently completed their income tax returns, 
ean appreciate the importance of this considsration,. 


If the public service is 4 more wholesome place in which to work 
mea live, it will have a greater attractiveness not only for those who are 
1 the service now but for those young people graduating from high schools 
and colleges who are now deciding whether to enter industry or the govern- 
ment service. 


As I have said on other occasions, it is of fundamertal importance 
that some of the best of these young high school and college graduates 
Choose the public service for their carcer. Intelligent supervision will 
make it easier for them to come into the service of the state instead of 
peeking their life work in private lines. 


May I now bring this lecture to a close by attempting, to summarize 
the main points which I should litte to leave with you, 


1. Personnel management ond supervision is one of the most 
useful moans of creating an afficient end contentea 
organizations 


2, The primary responsibility for creating contentment and 
efficicney in an office rests with the supervisor, to- 
gether with the omployec himself. 
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Supervision may involve merely a 1-1 relationship, or it 
wey imvolye a one—many relationship, or it may oxpand 
into a gerios of superlor~subordinate relationships 
involving three or more ticrs of responsibility. 


A, The more complex the organization the more difficult and 
the more important becomes the teelmique of managemente 


, 

x 5. Three different types of supervision may be distinguished. 
They are the military type, the foreman type, and the 
leadership type. 
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My own proference is strongly for the Loadorenip type ot 
managemciit e 

Any type of supervision must recognize great ver ictions 
in human personality and must adapt the type of super= 
vision to the type of personality in question. ; 


Tvo general patterns of supervision mey be distinguished — 
the one called the repressive and corrective, the other 
may be called the constructive and devclopmental. ; 
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By and large, we have had too much repressive supervision 
and too little ccnstructive. 


Improvement in supervision is valuable not merely because ai 
it leads to an appreciable increase in efficiency but 
because it makes the pubbkic service a more humaiic ini 
ity hich to Live-‘and to work, 
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It is with a great deal of pleasure that after a lapse of 18 
years I come back for a brief period on the government payroll! And 
me come back it seems in somewhat the same role as that I was in during 
the war, namely, in the effort to help government employees who are 
supervising the work of others to make their services as supervisors 
more effective. That is what I happened to be doing for the government 
_ in war-time, 


There is a story of speak-easy days which serves to bring out a 
point I wish to make. A man was standing at the bar taking a drink and 
repeating very vigorously to the air "No, No." Another gentleman observ- 
ing, saw him ask for another drink and utter "No, No, a thousand times 

mh No.” He repeated this with the third drink. Finally, this other gentle~ 
" man stepping up to him said, "Pardon me, but would you mind telling why 
' you are so vehement in saying ‘No, No', about?" "It is this way", was 

_ the reply, "I am secretary to a bank president and spend all my time 

' all day saying 'Yes, Yes, Yes', and I am pretty fed up on itt" 


I do not know that the problem of the man who has to say “Yes, 
Yes" and of the other man who expects it, is confined necessarily to 
bank presidents ad their secretaries, I am inclined to think that this 
_ lack of harmony which the story illustrates may creep into other kinds 
of managerial contacts. 


lg 


q I asked for the privilege of talking to you about the problem of 

| how executives can become leaders, because, it seems to me, that is one 

_ of the crucial needs of our time. I want to take a moment to explain 

_ why it seems to me that an effort should be made to change the emphasis 

_ from mere executive work to what I shall define as a leading emphasis. 

_ I think there are three reasons why we have to concern ourselves a little 
with the quality of executive work. First, because of the nature of the 
executive job itself; second, because we now, because it has been brought 
home to us through psychological study, the deficiencies of bossing, of 
mere command, of the exercise of power; third, because our advance into 
an understanding of human nature brings recognition of the fact that there 
are certain cravings in human nature which a leading technique satisfies 
as a bossing technique does not, 
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May I take a moment to suggest what the executive job is typically 
jin almost every type of work, It-.seems, at one level and another, plann~— 
ing and defining the policy to be carried out; organizing the activity a 
of oneself and others; supervising the progress of work; giving the gener 
orders as to how work should be carried out; transmitting policy from the 
top down; training in techniques and responsibility; the coordination of 
the related efforts of a mumber of people; the vitalizing and stimulating 
of the people in the organization to do their best; keeping up the morale” 
of those warking together to get something donee Now, it is this last, a 
this vitalizing, this stimulating, this charging with a degree of interest 
and enthusiasm which is the big contribution which leading offers anyone ~ 
in addition to the essential executive duties which are always character—— 
istic. This recognition of the need for stimulating and vitalizing 7 
realizes that people do not automatically respond well, There is need 
for some outside force to make the efforts of men become effectively = 
related in a united drive. That need the real leader supplies. i 


I can quickly illustrate what I mean here by reference to a corp=— 
oration in the middle west where in point of policy, method amd procedure, 
what we regard as good personnel practice was well carried out. The 
personnel head of the corporation took me to see the various kinds of a 
activities, describing the features that they had, and it was all splendic¢ 
Yet when I got back to his office, he said, "Despite all this that you see 
we do not feel that our employees rise to it. We do not feel that we get 
the morale that you would think we vere entitled to as a result of the 
kind of things that are being done here." I said "Why is that?" He a 
smiled, and reminded me that we had just been in the office of the * 
president of the canpany but we had gone through two or three secretarial 
doors to get there. There was a mahogany desk and behind it sat a man 
curt and brusque in manner. He was tho executive head; but he was no 
leader. And the organization suffered for lack of a ‘personal warmth i: 
and glow at the top. i ‘ 

What often happens is that we never get down from the top of our 
organizations any effort to interpret to our people what it is that is 
being done, what it is that we are trying to doe There is a failute to 
supply leadership. We go through certain motions but the motions aré_ 
not any good if there is not that vitalizing, personalizing, democratic — 
Quality down through, that really makes a quickening, heartening influence 
which yields cooperation. 

Now, the deficiencies of bossing are something that we really know 
about today. Bossing is getting things done because somebody imposes 
or her will upon the will of somebody else. You'd be surprised how much 
of this still exists in factories ani elsewhere. You can still see on 
formen's desks a card which says "If you want to know who's boss around 
here, just start something!" This attitude is still much too prevalent 
in the way of thinking and dealing of people who are in charge. Tt te 
the attitude of, "Theirs not to reason why, theirs but to do or diese" 


‘Te 





aie) hae 


mai) 
= 


Lae ae yaar 











; 
/ 


pee Mae 
The other way is not the mere imposition of one's will, imposed 
with a motive more or less of fear, The new way says you are trying to 


get something done because people themselves become anxious to want to 
pdo it, That is the difference. It is not that the end, the result, the 
) getting something done is so different. The great At rretance is how it 


is that people are brought to achieve certain résults. In the bossing 


- method, fear is the motive largely being employed. In leading it is the 
) welling up from within, it is the internal drive of all towards achieving 
m the results in view, 


Also, bossing tends not to realize that in the relationship of 
one directing to those being directed, much of what has to be done is in 


' the nature of the particular situation, not in the personal factors 

_ involved. One doesn't occupy a directive post merely by virtue of personal 
W qualities, One exercises responsibility because a position is there which 
_ requires that certain responsibility be assumed and that certain directive 


influences be kept going. Leading am executive work have always to be 


_ thought of as having those two phases, the quality which the man or woman 
_ brings to the job and also the fact that the situation or position which 
» they occupy requires certain directive activitiese 


In industry it is more and more becoming a slogan that "good train- 
ing takes the place of orders;" that if standard practices in methods and 


| sequences of operation, Einmuneee of quantity and quality performance have 
_ been well established and well conceived, the need for constant interfer- 


ence and order giving on the part of supervisors becomes much reduceéde 


: That is another reason why it is that the bossing notion has lost ground, 
; The training emphasis, the emphasis on subordination of orders to standard 
practice, has gained as we have improved organization structure and tech- 
| nique. 


_ Perhaps as important as any of the reasons why leading emphasis is 


| coming to’ attention today has to do with what I shall call people's cray- 
| ing to be led, I'd like to have you visualize with me how pervasive, how 
| inclusive throughout our life, excepting only when we are asleep, is the 
' fact of moving and living and having our being through organization, 

' through groups of some sorte Not merely in work relationships Dia. on 

i work, play, religious activity, we function for the most part in group 

| relationship, in organized activities. To a certain extent, that is 

fh natural to us. But I am not at all sure that we can say that the in- 

| clusive character of organized effort is entirely natural to us. The 

| fact that every minute we are shoulder to shoulder and having to make 

| adjustment to one another's personalities is not natural. 
| business and government organizations, when the work organization be- 
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comes increasingly large in size and the dangers of impersonality of 
relationship arise, you find a real danger that the individual will be 
lost to himself, will feel estranged, will feel unhappy, will feel that 


he is just soins through the motions of a necessary job that brings in 

| the pay, but will not feel what he is entitled to feel, namely, tat in 

| and through the experience of working with others in association he gets 

| a kick, he gets a thrill, he gets thé sense of satisfying and realizing 
his Sah personality, his sense and desire for gratifying development and 


y expre ssion, 
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If we can't make the organized group activities which occupy the 


ereat bulk of our working hours satisfying, happy mediums of self-ex- ] 
pression aoe people, we are in a very bad way in our modern life, because k 
SO mrCH ot | it si's een in groups. I believe this is not an impossible  @& 
and unreasonable challenge that we make to organizations and their leaders, — 
to ask that they ereate a situation in which fulfillment in the individual © 
worker comes in and through the kind of thing he is doing hour by hour, 


associatedly, with others at work, 


I ran across this sentence the other day; it.was applied to 
political activity: "Nothing bolsters up morale like victory." That 
sentence pulled me up with a jolt. I said to myself in how many organ- 
izations are people working where the experience of victory is an 
occasionally gratifying experience for the rank and file of the people? 
Isntt there likely to be in the organizations with which you and I have P 
our experiences the danger of routine, monotonized, repetitious experience — 
in which the highlights, in which enthusiasm and measures of attainment y 
rarely occur. And doesn't it become a genuine duty of executive leaderS 
to plan the flow and scheme of work so that every so often something Which 4 
in the work set-up is equivalent to victory can be achieved by all? The )iims 
benefits, the by-products, the stimulating, exhilarating, enthusing in-— 
fluences of that kind of victory can, I am sure, be immeasurably beneficial © 
in all kinds of organizations. 


It seems to me that in the pressure of organized contacts upon us - 
in modern life and with the large proportion of our time that we all —S 
necessarily spend at work, there is need that we somehow or other occasion- 
ally transcend ourselves by occasionally being excited, occasionally having — 
our blood quickened. It is not satisfactory that this kind of experience, — 
this quickening impulse come to us only vicariously, as for example, bei 
the movies. That, apparently, is where the enlivening, emotional quality ~ 
of life dces come for many people today! We have, rather, the job of mak 
ing the relationship to those being led and the way in ek they are led, 
yield us genuine exhilaration, excitement, glamour. This is a demand hoe 
human nature makes upon life, and good eae can help to supply it it3aG 
Will work towards that end. 
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There is also a real craving for community of feeling among us, 
coming as we do from diverse geographical quarters, with diverse ty oe 
and diverse outlooks, The leader's job is to help foster camunity of 
interest and community of desire am effort on the part of the people being 
brought together in organizations, 


An industrial executive said to me the other day, "If we do not. , 
lead the men," (he was speaking of his plant) "who will?" He recognized a7 
in saying cies that the craving for leadership is going to try to satisfy — 
itself in one channel, in one outlet, if not in another. And if Within) 3 
the range of one's oot effort. is not being made to supply that type of | 
leadership which a man will resvect and admire, and will love to follow, | 
then there are going to be efforts made by other individuals on the out- 
side, either related to work or to something else, Which will enable people | 
to release energy and emotional vigor. ia 
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7 All of this presupposes that I have some definite notion as to 
Bewhat'l mean by leading, and I must give a formal definition. Leading is 
the activity of influencing people to cooperate to get something done 

f because they want to do ite © 
























: This question of cooperating together to reach some aim becomes, 
) therefore, one of the first eclements in this definition. Unless things 
)that you are organized to do commend themselves to people as being 
|) reasonable, as being worthy, as being socially significant, you are not 
peoing to ect the loyalty nor the interest that. you want. This problem 
)of what the purpose, the goal, the aim, the objective is, is one that has 
_ to be answored even in organizations where it might seem to be perfectly 
ly obvious to those who are doing the leading what the answer is. It has to 
gi) be answered not at the top but at the different levels of administration 
pel the way down. You will find that there are major objectives such as 
iH the big idea to be followed through; then there are minor and secondary 










| aims that help to bhild toward the major objective. It is by no means 
)true that even the leaders of organizations up and down the world have 
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"as clear a notion as they always should as to what it is they are Ur yale 
. do. There should always be the effort to study and then the effort to 
) interpret what is the big idea of our Department, our Pureau, or Section. 
|) This is one of the things that the executive leader will startiwith;y Lf 
mhe wants to change his emphasis over to a leading emphasis, because it 
)is only as that aim is translated into terms and into experiences all 


iM) down the line that it is going to be sold to the followers. 


. Somehow or other the things that the organized group is trying to 

) do must commend themselves to the led because the led find them good, The 

y goal of the organization has to take into account the goal of its people; 

and those two things are not fundamentally at variance with each other. 

The goals of its people as individuals are not unreasonable; they are not 

| essentially at odds with the organization goals. People want security 

| for one thing. They want status. They are entitled to have self-respect. 
| They want some sense of progress, development, growth in the process of 

ij) doing what they have 40 do. They want self-realization, self-expression, 
| self-satisfaction. And my great point is that this demand upon their work 

|) relationships is one they can satisfy under wise Leadership. The demand 

® which we all rightfully and insistently make to realize ourselves and to 

® amount to something, is consistent with the demand which the orgmization 

@ meskes for our creative effort toward the attainment of its goale 


| How do you get people to discover that the thing which the oran- 
| 


| ization wants to do is good for them and makes identifying their interest 
With the group interest a good idea? You do not do it by exhortation alone. 
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| You do not preach at people and you do not do it merely by putting up 

| @ notices on bulletin boards or by having house organs with statements signed 
| by the head of the company or department. People aren't comvinced that 
Way. People are not affected permanently by that type of exhortation or 

| formal statement, People are brought to harmony with the purpose of an 

| organization most effectively.in one Way, as I see it, and that is by 

etting through their working activity, the experience of finding it good 

(for them, of realizing in terms of contacts and associates, in terms of 

| Opportunities for advancement and recognition of work well done, that the 

| organization docs and stands for activities which are good, satisfying 


leand legitimate, 
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There is a famous old saying that a man learns to be a good flute — 
player by playing the flute. A man also learns to be a poor flute player 
by playing the flute, And that acute observation calls attention toa 
very important point which bears upon this matter of translating object- 
ives to people. Raw experience does not necessarily bring convictiony =e 
The experience of our employees, of our rank and file, have very often 
to be interpreted to them, Here again is where the leader occupies a big 
role. You may have heard with reference to employees of certain compani 
and even to government employees the remark "Why, those people don't kn 
when they are well off|" Now, when-that comment is made about a group oF 
employees I would say at once that there is evidence of a genuine failure 
On the part of leaders who have not done a proper interpreting job. 1am 
the policies are good and if they are intelligently administered, why — 
should not the people realize how good they are in comparison with what @ 
takes place in some other organization where there is not so much mind= — 
fulness of people's self-respect, etc.? a: 4 

a 

One of the jobs of leadership is to interpret the experience that 
people have so that they may realize that the goals being worked for, are 
£00d for them and the way in which they are being worked for is satisfying 
for them, People often have to be made to see when it is true and can be 
shown that they do have a stake in the big idea; that there is something" 
there for them to be loyal to. a 


At this point I cannot help reminding you, in concluding these te 
remarks about the importance of the kind of goals, that you in the govers 
ment have a relatively simple problem and a splendid opportunity in inn 
terpreting goals to civil servants. You are not trying to vindicate thes 
drawing off from the efforts of your associates of a certain amount of — 
profits for absentee stockholders; you do not have that problem. You do 
not have to try to make people loyal to a situation where the extent of © 
their stake may be very precarious and very slight, or where the tenure — 
of their positions may be exceedingly uncertain. You have a situation 
Tespect to an organized relationship in the government employ where there 
is a clear-cut appeal, department by department, .of high-minded public 
Service supported by a range of long-built-up policies (which, again, 
ought to be interpreted to the rank and file); policies about security, if 
Status, and the rest, which have been developed. I do feel that with 
the advantage you have in terms of soundness and the high-mindedness of a 
the goals that animate activity in government agencies, there is Chee | 
further duty which I am not at all sure is being fulfilled, namely, 
the duty of charging with res] emotional conviction those who are 
associated with you that you are at work upon a vital public service. 
And this public service does merit cooperative loyalty. The appeal 
nan be made in terms of benefits that accrue to them, to the service 
and to the public good, 
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Perhaps you say that..we have always been brought up to think that 
leaders are born and cantt be made, It ig true, of course, that certain 
people are born with combinations of talents, equipments, physical and 
Otherwise, that seem to make it easier for them to attain leadership 
in the world, My point would be that as we have to continue to increase 
the number of executive positions, top, middle, bottom, all the way 
_ through in Organizations, we do need people in these myriad posts who 

are adopting a leading mind of attitude, And if we conclude that leaders 
ere born and not made, that we can do nothing with our executives to im 
prove the quality of the work they do, to improve their leading tech- 
niques, we might just as well not be here this afternoon, 


When you come to analyze what personal qualities characterize 
leaders in various Walks of life, you realize that there are qualities 
Susceptible to development, to training, and to improvement, I am going 
to mention briefly, just what seems to be some of the more outstanding 
Qualities which we observe as being significant elements in personality 
that go to mheke people more effective when they get into leading situations, 


First and foremost is a plentiful endowment of physical and 

nervous energy, A characteristic that runs throughout the whole rangé 
of those who have reached leadership positions with any degree of success 
| is energy, And if we can manage in various ways to conserve and utilize 

to good effect this energy, we are building on a sound physical and 
nervous foundation, Energy.is, moreover, at the bottom of ability to 
Gzhibit courage; it is at the bottom of ability to show persistence; it's 
at the bottom of the fact that one can be, on occasion if necessary, force- 
ful in the way in which one handles oneself or a situation. 


The second qualification would be purposefulness-~-a clear sense 
with respect to some goal in life, something to be done, a course to be 
followed, an end to be gained, 


If you have energy, a clear sense of purposefulness in one pena, 
tion, you are almost bound to zet the third quality which is enthusiasm, 
and that certainly is important, Enthusiasm is a very contagious things 
The world is eager for it and catches something from it. 


Friendliness is a Quality which good leaders have been able to 
| Manifest, and with success ~~ sheer human friendliness. 


_ dnother quality is integrity. Where this quality is found we say 
we "can trust that man", ‘There are different kinds of integrity. The 
| kind of integrity you demand of a minister is not the kind you demand of 
the captain of a base ball team. But essentially those who are following 
have to have the sense that "He is a regular fellow and we believe in hin. 


| That is the kind of thing I mean by integrity. 
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You must also have technical mastery, The leader needs to be in 
reasonably efficient cormand of the technical instruments and details of — 
the work underteken, He docs not have to be the bost one but he does | 
havo to know when work is being woll dono. | ae 

Decisiveness is important because there cone occasions.in all. 
organized efforts where emergencies arise and there has to. be a load 2 
given, a choice made, so that action may procecd, a 

Intelligence, quickness end acuteness of mental perception, ability 
to put 2 and 2 together is required, If there is intelligence, it will 
be possible to develop qualitics of imagination which big leaders have, — 
and to encourage the utilization of a sense of humor which is also im. @ 
portant, b 


A good deal of teaching skill can wisely be exercised. And ; 
finally, for want of a better word, I use the word faith, I think good ~ 
leaders have faith. They have faith in people, they have faith in human ~ 
nature, they have faith in effort, they have faith that there is a good, 
a better, and that the good and the better are worth striving for. You 
do not get leaders out of pessimists, cynics, or futilitarians. Faith 
is an indispensable part of the whole equipment that males leadership. 


Now, if you will review in your mind those qualities, I think you — 
will agree that by paying attention to many of then real inprovenent in 
one's qualities can take place. I have not time to go on and indicate 
how that might be done, but I have dono it elsewhcre in ny latest book 
if you should care to follow this through. I1 an convinced that we can» 
add a cubit to our stature in point of skill in combining porformances 
and efforts into a total activity which is loading. a 


Rolated to the subject of one's qualities, may I spoak a word ong 
the subject of our behavior. We have found in industrial personnel work 
that a great many people in suporvisory positions had failed to recognize, 
had never been aware of, the fact that elements inthis behavior nake @& 
difference inthcir offoctiveness, The entire hearing and attitude, evel 
the facial expression of the supervisor, influence others in hour by hour 
contact with them, There was a prolonged and caroful s tudy nade involving 
this problom at the Western Electric Company plant in Chicago several a 
years ago, This study ostablished quite clearly a truth which needs to 
be shouted fron the housetops -~ that the attitude, the bearing, even the 
facial exprossions, do mako an important diffcrence in the happiness and 
tho effectiveness with which wo meet and influence and direct others. 


Did you over stop to think when you come to consider our personal 
bearing how many difforent adjoctives you can apply to it -- tho super 
cilious attitude, the grouchy, the preoccupiod, the condesconding, tho 
borod and tho aloof. You can go on and charactorizo ono's appoaranco 
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do not nocd to bo bad attitudes dotracting fron tho effoctiveness of 
one's influence, ‘Tho quickest. way to help that situation would be for 
eac. of us to have that nost unpopular individual, the candid friend, 
who would tell us that we were Supercilious, aloof, etc, At least, we 
_ cen ask ourselves, do I scowl? Is my head inthe air? Do I refuse to 
_ say a courteous "good morning?" Do I recognize people as I pass among 


then? taking thought, I an sure that problens that have to do with 


attitude, bearing, appearance, facial expression, can be beneficially 
considered, 


Did you ever stop to think how many different ways there are of 
giving orders? Inthe biogranhy of Owen Young there is a statement that 
Mr. Young never gives an orders; it is always phrased in the terms of a 
polite request, such as, "Don!t you think we better do this?! "May we 
do some dictation now?" How Simple it is to phrase the request in a 
mannerly form, handling the situation in an agrecable, gentlenanly way, 
as aBainst the abrupt, the crisp, the indifferent way of doing it. 
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The sane way with reproof -— there are good and bad ways, there 
ere beneficial and harmful ways. Reproof is essentially an educational 
factor rather than an effort, which it sometines is, to release the emo= 
tional upsets of the person giving reproof, 
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As to the value of coumendation, I can say unqualifiedly with 
respect to industrial personnel work that it is the typical situation that 
When you do something wrong you get called down for it but when you do 
something right nothing is said. That is the typical executive relation- 
Ship in industry in spite of the fact t hat everything we kmow about hunan 
| nature leads to the conclusion that most people profit from, and get out 
of their shells and work herd on the basis of judicious, discreet, 
| Occasional commendation or approval fron the big chief rather than on the 
| basi. of only being criticized when the thing is not going right, A judi- 
| Cious and far nore generous use of conmendation is one of the values that 
2? can get, 
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Another natter of technique which giving thought to can inspr Ove 
is the getting and using of suggestions of those who are working with us. 
_ will have to judge for yourselves whether this applies to you. 


, In short, by being lavish of his personal influence and thinking 

| in terns of cverely not getting the work done but of using the lubrication 
(of mannerly, gantlemanly, considerate influence, the executive can go a 

_ long way toward becoming a leader, 


Now, the other side ought to be mentioned, I would add to all I 

ve said that the regular heirarchy of leaders cannot do it all, There 
-has to be the support of policy and practice and procedure of a personnel 
‘department, or whatever you nay call it here, It takes care of they tach- 
/hical details of recruitnent, classification, compensation, promotion, 
certain aspects of training and the like, If you are going to have a good 
“Organization, executives in charge of others should be supported by en 
“Specialized staff service of those who are particularly trained in the field 























«10.» 
of personnel. If you are going to have good leading and high nora) oa 
those two things are necessary--cffective supervisory leading work On ae 
the one side and the supporting influence of personnel specialists and» ae 
procedures on the other.. a 

Let me add this:. Every executive is the crucial personnel execu 
tive for the men and women in his or her department. The happiness of 
relationships and the effectiveness of work done in your department are 
not primarily or exclusively dependent upon what goes on ina personnel 
office as an agent for the department. The personnel work in its totality 4 
is as effective as your relations with your subordinates are effective | 
in good leading. The difference, may I say, between a leading emphasis 
in directive work and bureaucracy comes right there. If one merely goes 
through the directive efforts and requires that the work procedures go 
on with no show of initiative, responsibility and leadership, these bt a 
routine procedures soon create a dcadening condition which ve call bureau- — 
CLacy.s Where, however, department heads are able by virtue of thoir a 
qualities to take more initiative, to be better leaders, to win loyalty, 
to point out the valuo of the goals being achieved - where all of those ‘ 
conditions are being satisfied - the danger of bureaucracy is going to boa 
much reduced. aay 
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What then, in conclusion, have I been trying to say? First, that i 
the leading emphasis, that the idea of leading, is a beneficial one for a 
executives, for followers, for the effective conduct of work of organiza 
tions as a whole. The leading emphasis means evoking of positive motives 
and desires from those being led. It means the conscious effort on the 
part of the people who are doing the leading--effort of persuasive sales- 
manshi» as to what it is they are trying to do. It means that the leader 
is clear about objectives and aims. It means that the rank and file do 
in fact as the days go on get a reasonable experience of growing, develop=~ 
ing, being happy and satisficd, of making a contribution to the organized © 
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That, I think, is what it comes down to - the sanse that you 45 "a 
leader are building in those whose work you direct a genuine conviction ; 
that self-realization and self-satisfaction is being found by them in and 
through their job. If they are so being appealed to, the happy develop- 
ment of you yourselves as leaders will also be assurcde ag 


There is a brilliant challenge in directive work today to try to 
get this sense, this new grasp, this new exhilarating notion of how it is ~ 
that workers and associates are inspired. Executives can elevate their 
work into something which is always challenging aml interesting, because 
of the intricacies and changing diversities of human relationshipsSe 
Wouldn't it be fine if all of us could exemplify in our supervisory wark a 
the beautiful lines from that old hymn: a 


We touch Him in life's throng and press 
And we are whole againe 


If the led can get, from time to time, that sense of wholeness, 
we have as leaders done a good job indecd! 
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Although this course is conducted under the heading of "Personnel 
| Administration", my talk is going to be very largely on manavement, 

F which is closely akin to personnel administration but from a different 

' angle. From the angle of how to get people to wor: effectively — how 

to develop tne sood-work attitude. 


Tie -usual method of stimalatins effort is through financial 

- rewards in the form of bonuses, profit-sharing, etc. These have 
mproveda very helpful, especially in productive industries, but by them- 
Mecelves they constitute a rather primitive form of management. To be 

% fully effective, the wor't in connection with which they ars to be 

me paid Should be carefully planned and so arranged as to furnish to the 
_ workers an opportunity for satisfying his or her pride. ; 

Pride in one form or another is the mainspring of life, without 
meioenouline is worth woile. People my satisfy their pride in different 
ways. Some may even take pride in avoiding work, but those who wor 

| willingly do so either because they take pride in doing what is 
expected of them, or, because they are stimulated by the opportunity 

| work offers for winning recognition among their friends and associates. 
People generally are more concerned about what their associates thini 
fe of them tian what their bosses think of them. A person may fool his 
boss, but ne can not fool his associates. Whether he worts in an office, 
feteweery, Or 2 ditch, he can not fook nis fellow workers. This should 
mines /should be taken into consideration in planning worx. It is with 
»’ reference to how to plan wor so it will stimilate the pride of the 
mewopeers that I am going to tal to you today. 


THe best means I can think of to convey this to you is to tell 
H)you a true story of a case of this ind and then to discuss it, but 
before doing so I will enumerate the thinzs that must be done so that 
» you may identify them in the story. 

The firat thing you mst do is to mae a clear definition of 
objectives in terms of the taings desired to be accomplished. People 


too often start to do something with the emphasis on what they are going 
to do rather than the ends which they wish to accomplisn. Without a 
clear vision of what it is desired to accomplish one is lixely to doa 


lot of unnecessary things. 
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The second thing is to group the yore eee ee ; 
part they are to play in bringing about these aecomlisanents 
After you have made a clear definition of. the th ings: bo be saat 
plished, then group the workers according to the part they <a 
play in bringing about these ace omp} ishments. 





or each group. . Pe 

Me,pourth. thing 1s to determine a measure of accompli: 
for each group. There must be a measure, Merely an objective 
is not enough, It is too general. ‘The translation of object: 
into terms of measures of accomplishment is important in gettaiz 


results. Without a measure one may mista‘xe activity for accom 
plishment. 





The fifth thing is to maxe sure of P_a@ common wee d 
of the work and measures of accomplishment of each group by 2 
every other group. It is not sufficient for the ee of an org, 
ization and the manager of each sroup to xnow what is expected 
to be done. It also is desirable that each worxer should Jnow 
his and every other group .is expected to do.. One way of drivir 
home a definition is to cay that it is not such and such a thin 
Every #roup chould ‘now what every otner group is to do, wnich 


1s another way of Saying what they are not to do, as well as wh 
they are to do. 


Tne sixth and last th inz is to establish a means where’ 
the accomlishment of each group will at all times be apparent 
all other sroups. It is not suffic 1ent that each group shall 
know what it adcomplishes. It is desirable and heln ful that % 
accomplishment of each froup should be ‘mown to every otner er 
Did you ever see a child start to cry and then looic around and” 
seeing no one observe him, stop cryane Well it is much! tie sam 
with grown people. ‘There is not much ie be gained by keeping Zz 


records unléss some one besides the persons directly involved <i 
sees them, 


So much for the thines that must be done to tet the pees 


results from a group of wor-ers. Now for the story of an actual 
case. 


The case I am zoing to 


we 
speak of toox place among a group 
of Zivil Service workers 


within one of the departments of one of 
States. This department handled complaints with reference to 
certain services of the Government. There wag great difficulty 
in having the corplaints attended to promptly. Tiere were from. 
10,000 to 15,000 such complaints yearly, and there were 1,200 ¢ 
1,800 complaints pending at all times. ‘he Situation was not 
Satisfactory, It meant that a person making a complaint would 
to wait a month or six weels before the complaint was attende 








The head of the department had tried very hard to shorten 
the time it took for a complaint to be attended to but he had 
not been very successful. ‘When he neglected his other work and 
devoted his time to complaints, he was able to get the pending 
complaints down to about 1,200 but when he turned back to his 
regular work the number of pending complaints soon rose to their 
Pemmermeve! of 1,500 to 1,800... He finally called in outside 
assistance in the matter and the problem was solved as follows: 


A considerable number of complaints were atudied to ascer- 
tain the worx involved in satisfying them, and how this wor: 
could best be handled. There were found to be five kinds of com 
plaints and it was decided to have five grouns of workers and that 
each enould handle only one <ind of complaint. It havin= thus 
been decided how the commlaints should be handled in zeneral, 

-the next step was to establish a regular routine for it and for 
Meepang records with reference to it. 


i Accordingly, a central complaint desk was established to 
woich all new complaints were to go and be recordec, and then 
passed on to the appropriate group for attention. As and when 
each complaint was satisfied it was to be returned to ue ie Centra. 
Complaint des. A different color was assigned to each gfoup 
and when a new complaint was received at the central complaint desk 
fireerarst thing done was to mace for it two 3x5‘inch index cards 
Praee -iling jacket of the color assigned to the group to which 
it)was to be sent for satisfaction. 

AVisible index large snough to hold é 
Sacmepend ins Complaint was siaced in front of the central com- 
Powe cesk, and ons’ Ierzs snouek to hold one 3.x 5 card for only 


~ ‘ 5 ee te Soke el pt as ae Le | te A ATS a J Ales 
fieperoun was oleced in front of each eroun manager's desk, 


I assume you know whet #2 visible index is. In tire ordi- 
Mery tile you cannot sée what is on the cards unless you take the 


Pee ae Go tN through them. In a visible index file the cards 
Pe ee rea Out st a poansi. Hach is 1/5 of am inch below the other 
Pee vou lcun remi the first Line of each card without se much as 
moor cine tien. The ainroximite number of cards in # wisible index 
Pier enjoy, At a clance by the space the cards cover. If 
Peewee ore 40 cards; as tie exposed space on each card is 1/9 of an 
Grom, “there would be S incnes of cards. The contrel cosplaant 
Cesk file had to have at the outset 18 panels about 24 inches Long, 


f 
peo foldine 100 ecards. Each group manager's des file had to 
heave fr0m = to 5 of such panels according to the sroportion of the 
whole number of complaints it would be required to handle 








he | es 
The central complaint desk, after it had made two 
and a jacket for a complaint, »xut the ccrrespondence and 
papers: if ony eS aes $5 ie complaint in the jacket and ¢@ 
it, together with o one of the cards, to the manazer of themes 
according to. 1ts color, The group manager pul Bist¢and fim 
visible index file and the central complaint desk manacer ye 
in his visible index file. As each complaint was satieriene 
eroup Manager took the corresnvonding card out of his visible” 
file and returned it with the appropriate jecket uo UE 1¢ central 
complaint desk. The centra omplaint desk upon receiving su 
card and jacket took the corre ponding card from his visible a 
dex file and filed both cards and the jacket in @ satisfied cor 
Plain g Tac, a 
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Any one in any groun could by looking at thé manel of 
other sroup see how it was doins., Ue could see if the mumper 
cards in it was increasing or decreasing and he could also ne 
what was happenine to the cards in his own LYOUDs 


In addition to the forevoing a tri-monthly report Was : 
tablished which showed the folloving information in comparable 
form for éach group: 


Cases pending last report 
Cases since received 
Footing 


Cases closed since last revort 
Cases pending this renort 


A copy of this report was sent to the head of the depa: 
Soo Bo .6achor tie five sroup managers, 


The seneral >rocedure havine been thus taken care Of ims 
having been decided that the vrork would be handled by five* ser 
groups, the work of each sroup was now studied with a view to d 
ing its objectives in terms of things to be accomplished; Thi 
will recall, «s the first of the six things necessary to be do 
obtain the es results, described in the forenart of this talk 


This done, the next sten wis to mroun the workers 
te their antitude for the various forms of work to be done, 
you will recomize as the. second STON. 
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The third step was to desisnate an individual as lead 
Group manager for each group. This you might very naturally 
would have been done before the workers were assigned to the aif 
ent groups, but it sometimes is desirable to see 
ter of the different 
for them. Space was 
their requirements, 


the size and | 
grouvs before deciding who is to be respons 
assiened to the different groups accord ing 
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We were now ready to begin work under the new plan, but 
before doing so we needed to establish a measure of accomplish- 
Poteet nas you will recognize as the fourth step. In establish- 
Pie sthis measure it was desirable. that it should be the same for 
Puls oups, Ounerwise there would. bo no means, of comparing th 
effectiveness of ths different groups after some thought it was 
decided to use the number of Seeents aqealte with. ) While all 
complaints did not fearebel tHe Same time and the compleints of 
some groups coulda on the erage be handled more promptly than 
others, 211 of this had oss taken into account in as siening the 
Personne: to the different grouns. While the number of complaints 
handled by the different groups was not comparable, the change 
from week to week in the number of nending complaints was. 
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At this voint the nerson in charge of the complaint desk. 
and the five group managers were called into nase ony The 
whole nlan was gone over and discussed at length. Each person 
was requested to study the vlan in general and his part in it and 
to make such criticisms ia esis eeauna as occurred to him. There 
Were several meetings of this group. When there was a meeting of 
minds within it, each group manager called together his group sand 
went through more or less the same procedure excepting that em- 
phasis in the group meetings was uron understanding rather than 
Suggestions, though the latter were given sympathetic considera- 
tion when offered, This corresvonds to the fifth step. 


The sixth step, as you will recall, was to devise and in- 
stall a means whereby the accomplishment of each group would at 
all times be unavoidably apparent to all other groups. This had 
already been provided for throush the visible index and the tri- 
monthly reports, 


fo veryenaturelly will want. to know the result of all of 
this. Tho result was a reduction in the number of pending com- 
plaints from between 1,200 and 1,800 to less than 400. This does 
not seem nossibic unless there was gross mismanagement under the 
wermer tlan. sap in @ sense was the case. The department doings 
pmepwork had grown uy over a period of some twenty or thirty 
years. The work ee been changed and increased by such administra- 
tion but it had never been reviewed as a whole and simplified and 
coordinated during all this time. As 4 natural result there was a 
great deal of unnecessary work and unavoidable confusion. 
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ent forms of complaints was done away with. There was no . 


need for discussion as to what could or should be done. Bu: 
a 


« 
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alone would not have obtained the desired results. Making it 


ble to do something is only part of getting it done. They, 


and pride of accomplishment must be stimulated. This was do. 
through the visible indexes over the group managerg* desks a} 
the tri-monthly reports, No éroup Manager could for long st 
knowing the other group Managers knew he was making a poor s 
ing. Even less could he stand an associate asking how it hap 


the number of cards in his visible index had increased. He 


would, of course, always offer the excuse that 
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the humber of complaints had recently been more than usual, or that 
some of them had been troublesome, but he could not make this excuse 
indefinitely. In order to keep his standing among his associates, he 
Simply had to keep up with the procession. The result, as stated, was 
a reduction in the pending complaints of from more than 1,200 to less 
than 400. This work was.done over two years ago, and I was recently 
' told that the pending complaints had never in this time risen above 400. 








One thing in connection with this work that should be emphasized 
is the fact that the results obtained could not have been accomplished 
through any one or two of the foregoing features. It was the combined 
effect Ofyaill of them and their coordination that made them effective. 
| People are apt to get a flash, an idea, to think of something and to 
Tero OLicctive without realizing its full implications. This is very 
apt to cause confusion rather than to simplify matters. 


Wir success In this work, however, as is often the case, created 
Quite another problem. We were dealing with Civil Service employees and 
we found we did not have need for anything like so many as had formerly 
Pecieuced. We did not want:to lay them off. But it seemed for a while 
as though there was nothing clse to do. The complaints had always held 
the center of the stage and everything else had been sacrificed for them. 
When we started to look for work we soon found plenty of it. 


For one thing, there was a very extensive filing system that had 
hever worked satisfectorily. The fact is, the systom, as a whole, had 
never been in use, and, naturally, that part thet was in use did not 
work satisfactorily. You could never find anything when you wanted it. 
Me fixed this up and did a lot of other things and so managed by im- 
proving and extending the service to keep the full force employed. But 
from the standpoint ot the complaint work alone, not only did we cut 
_ the average time required for the handling of a complaint from over a 

month to less than 10 days, but we reduced the number of employees on 
this work more than 1/3. 


This is a rather long and complicated story, but it shows how 
conditions can be improved through the use of non-financial incentives, 
and illustrates how and why they are effective. People are prone to 
think that financial incentives are effective of themselves; that no 
preparatory work is necessary to their effectiveness. But they are 
mistaken. While a financial reward is of itself stimulating, it seldom 
produces a satisfactory result unless the work is carefully planned. 

_ I have always felt that part of the reason why financial incentives are 
effective is the fact that the establishing of a measure of accomplish 
ment upon which to base a bonus entails at least some planning. Also, 
the amount of tne bonus earned by the different workers coustitutes a 
measure of accomplishment as between them. 


One of the errors most often committed in trying to make an or- 
fective is to go in for time and motion study at the 
this is that I want to emphasize the 
Time and motion studicsare among 
to be taken up. The first 

Take each of the six items 


ganization more ef 
' outset. The reason i mention 
" need for starting with simple things. 
the last’things rather than the first 
things to do are those above described. 




















described, one by one, and see that it is taken care of, and g 
some simple system of this kind working before you attempt to- 
into refinements such as time and motion study. Make what you 
want to accomplish obvious, and establish @ simple routine and 
will find you will automatically get results. Give the employ 
an opportunity to fecl pride in what they arc doing and to mt 
themselves one against the other. You will be surprised to see 1 


this alone will accomplish. 


Tho foregoing mist not be taken as a model for all situ 
Hach situation is somewhat different and must be differently di 
with. It is given meroly as an exemple of how one situation 
and to illustrate how the procedure in that case was arrived 

In doing work of this kind it is important that you sho 
not become impaticnt with yourselves for not always seeing the b 
way at the outset or with the workers for not making an immed 
response to your efforts. To get the best results you rust kee 
eternally at it but you mst be willing to mke haste slowly. 


f 









a entirely disappeared, but as a dominant type it has. 
| type which I have cited generally dominant today, but it indicates the trend, 


_ that had not existed before, 


| new machines and larger machines. 
_ these machines in response to larger markets made possible by tuilding of 


_ Seventy-five and fifty years ago, and predominant 
§| Seen foremen swear at workers; I have even seen a 
_ More recently on a visit to a plant I was invited 
_ and foremen about sixty or seventy miles to a coast resort for a couple of 
_ days! foremen's picnic. I asked why it was that they were taking all the 
_ ©xecutives and foremen, leaving no supervision in the plant, 
Was, "The plant can run itself all right." Of course not indefinitely. 
} Inthis progressive, modern type of supervision there was such a momentum 
fl of good response from workers that supervision could be removed for a 
a moderate period and the response go on just the same. 
| Change from the supervision of seventy-five years ago to that of the more 


_ foremanship of seventy-five years ago and that of today. 
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TECHNIQUES OF SUPERVISION | 
H. §&. Person Fridey, April 26, 1935 


My talk today is really a unit of two distinct talks: Teedpne today 


= 1s concerned with supervision of small groups, and the other next week with 
» Supervision of large groups, We cannot draw that distinction sharply in so 
, far as t he basic techniques are concerned, The principles that apply to 

_ Supervision in a large enterprise apply to that in a small one, 
_ technique May be somewhat different, but the principles expressed are not 
| different, so that the distinction between the two will not be as creat as 
_ the arrangement of your program would lead one to expect. 


Details of 


I can recall some survivals of the type of supervision employed 
at that time, I have 


foreman kick a worker, 
to go with the officers 


The answer 


There is quite a 


I do not mean to imply. that the earlier tyne has 


progressive plants today, 
Nor is the modern 


It is worth while to spend some time on the span between the typical 
If we consider 


Supervision of the Civil War period, we find it chiefly concerned with 


_ factories. There were practically no offices in those days -- no large 
_ assemblies of clerical personnel. 
One in which the owner was manager and supervisor. 
_ bench work with simple machinery and apparatus, 
: ten into one room - brought under the general surveillance of the owner- 
_ Manager, who had grown up from the bench himself, 
There was a personal relationship between owner and manager, and foreman- 


| ship was automatic. 


The conventional plant of the day was 
Most of the work was 


Most of it could be got- 


He sensed the whole job. 


Tho Civil War called into being engineering skills and capacities 
These engineers began to design and build 


Plants began to purchase and install 


railroads into the middle and farther wost, The plants became larger and 


| division of labor doveloped rapidly. 
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Then arose a problem of supervision that had not existed before, a 
The only thing that the owners Inew what to do was to get some husky work- 
man with both physical and mental power, and assign to him aap 
bility of Supervising the other workers, No science of eee ee wa soa 
at hand, Supervision by foremen was a new venture, and that is the Se il 
that brought out the "boss." "Bogg!! is a typically American word, : 0e8 
not exist in any other language with exactly the same Significance, e 7 
the one who tells the workers what to do ad when end how to do it -—— not 
always definitely or Clearly, Ho left a lot of guessing to the worker, 
He got his results largely by force of tongue and muscle, 

That "boss" period had to give way because of se oa 
the managerial Situation. Following the period of the "boss came ° oan 
period of the "supervisor," It is the essential function and Quality o 
the supervisor to be able to develop such a situation within the group 
that he cen g0 off for two days on a picnic and the group go on working + | 
effectively just the Same, Harlier the boss had to be present every ne | 
He had to be present every minute because he was everyting in the situa a 
there was no organization, no pattern of response build up. So we a 16 
Carly period of the owner~manager=supervisor all in one, then the perio om 
the boss, and then the period of the Supervisor -= the period we are now in, 


Now I desire to call attention to two or three things that happened” 
in the latter part of the period of the boss. Because plants were crows 
larger and the problems of getting work done effectively and economically 
more complicated, the problem of finding people who could supervise was 
also becoming difficult and complicated, Managers were beginning to 
realize losses because of a lack of coordination. There was really con- | 
Siderable Soldiering by workers, Some was voluntary; but much was uncon= — 
Scious Soldiering, not intended, the typical response of human beings to a 
confused situations, Managers began to think about the problem of manage= 
ment and what we call the "management movement" developed, The very first 
thing which confronted managers was the problem of supervision, and in the 
80's we find that the dominant subject of interest was wage systems = dif- 
ferential wage systems came into vogue, There were many systems, among 
them the Halsey, Rowan, Towne ~ Halsey and other devices of differential 
Wage payments, As I read between the lines, the notivation was to find 


Something that would serve as a self-control by the workers ~ make them 
boss thenselvesg, A differential wage system establishes a financial in- 
Centive to deliver 


What is wanted by the manager, even if the worker hag 
to work too hard for his om good, 


Hach advocate of a differential Wage system began to study the - 
characteristics of his systen in order to get points in favor of it. Out 
of that grew cost accounting, That became the second subject of dominant 
interest in this Management movement. Cost accounting arose largely be- 
cause each deviser of a wese system wanted to prove that his System was 

est, and he kept account of costs to prove how much was saved by his oe 
Systen, About the turn of the century, we find that they had got so far 
in competitive comparison of differential wage systems that they began tom 
discover that the wage system alone did not turn the trick, It was dis- 
Covered that the managerial Setting of the wage system was more important 
than the system itself, | 


oe 
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Then they began to, become interested in organization and methods, 
and the phases of management of dominant interest came to be "organization" 
and "system." One young man capitalized on this new interest and estab- 
lished a magazine called "System" about 1901 or 1902, All of this inquiry 
into differential wage systems, resulting in inquiries into costs, result- 
ing in new forms of organization affecting results, had a profound influence 
on this problem of supervision, It accounts for the replacement of the 

‘boss by the supervisor. 


Now let us look at some of the particular problems that they dis- 
covered in pore es ae organization and system, and ways of doing things 
Systematically, 


in the first place, with increase in the size of markets and of 

factories, there was an increase in specialization and division of labor 
among and within plants, From the point of view of the worker, perspective 

began to disappear, he did not tndérétand what was going on around him as 
did the earlier worker, When he lust perspective he lost understanding. 
He was less able understandingly tu do tue right thing at the right time. 
Then appeared the necessity for special provision for “coordination; 
Special principles and a special technique of supervision, It was dis~ 
covered tnoat there was involved; First, understanding by workers; second, 
proper facilities; and third, a proper emotional response, 


I should like to say very clearly that my whole philosophy of 
Management is one which assumes, because I believe it is true, that the 
attitude of the normal worker is to do a good job, and that where we find 
a worker not deing good work, the explanation is usually a bad managerial 
and supervisory situation, 


How may we get understanding among workers in this modern large 
or even stall organization in which there is so much specialization and 
_ division of labor? The first way to get understanding to the worker is 
by some sort of explanation of the purpose for which he is there and for 
Which the group is working. This purpose can be explained to him in 
Several ways, In small enterprises it may be explained by informal con- 
versations on the part of supervisors, supplemented perhaps by some simple 
manuals, The manual need not be elaborate. There may be more formal 
group talks in larger organizations. I Imow of enterprises which, just 
to help give workers understanding and restore their lost perspective, 
offers them organized trips through the plants the same as for visitors. 


} An authority on personnel management. was asked to inspect a 
Situation in a large plant. One of his most important recommondations 
was based on the fact that he discovered that the workers were losing 
interest because they did not understand what it was all about. He 
heard workers remark that "they provide guides for guests to go through 
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this plant, but we have never seen it ail, and do not know what it is 
all about," He recommended that the organization provide plant visits — 
for their own worlzers on plant time. It was done and made measurable 
difference in the attitude of workers —- gave then understanding by r 
storing their perspective, | ; 


After explanation of general purpose to promote understanding, ; 
the second critical factor is definition of the duties of each particular 
individual, You cannot define duties by an off-hand statement to a worke 
Generally one cannot in a casual way tell the worker what is to be done 
and have the worker understand with the desirable precision. There aM 
Should be writve1 instructions and organizations charts, and the worker 
snould nave access to those parts pertaining to him and his relationship 
to the work, He should have not only a simple manual covering the entire 
purpose of the plant, but a very definite detailed section of the manual 
that pertains to his own location and relationships and responsibilities, 
Then, third, a definition of duties may come from taat additional device 
identified by general term "standards," of waich I shall speal more in 
detail, 


This third thing that zives workers uncerstanding, called standard=— 
ization, involves a large measure of technique, Standards give the worke! 
detailed information about how to do the tasks expected of hin as com 
pletely and in as =mich detail as the nanagements information, These 
Standards are numerous and it takes considerable tine to forrmlate and 
classify thea. They are of fundanental inportance; they get into details 
of situations and duties, These standards may be classified as standards 
pertaining to apparatus, tools, machines and other equipnent; materials — 
that enter into each iten of product; methods of performing operations; — 
Quantity of output desired, quality expected, and the reasonable time wit 
in which any Operation should be performed. This requires analysis of 
product items, analysis of materials and analysis of operations - called 
Job analysis, From these should result written specifications concerning 
the kind and quantity of materials required to make the product of each 
Operation, quantity of items desired, the quality standards and tolerance 


the most suitable machines, attachments and tools to use, and the best — 
way of performing the operation, a 


You can call in from the street 20 or 25 young people who have 
never had any training or instructions in office work, sot them down at 
& row of tables, and ask them to do almost the simplest work that can be F | 
done; end you may find a deviation from the average quantity of worl turnet 
out as great as 50 to 75 percent, Then if you study the work and make 
Job analysis, you will discover the dest way to do it. Then you write 
instructions and give them to the workers, and perhaps help their unde 
ing by Some manual demonstrations. Youwill be surprised in the result 
the deviation may be brought within 5 to 10 percent, You have given th 
understanding about methods of work, and not left that responsibility ¢ 
them, The slowest worker will not have to be bawled out because he did 
nave the experience or the ingenuity to do as well as the fastost, or t 
cause he did not do it the best way, never having been told the best w 


Tho combination of Standards pertinent to any particular piece of work 
call "specifications," my 
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When I sat down this forenoon to write out the outline notes 
which I am now following, to be typed, I not only took pains to indicate 
indentations of my manuscript but I put between each line the figures 
1, 2, or 3 with circles around them to indicate spacing and when I was 
_ through I put on the copy "one original and one carbon." The little 
numbers in circles indicated the spacing I wanted for my particular eyes, 
and the notes concerning number of copies indicated exactly what I 
wented, I got exactly what I wanted, On the other hand, the other day 
& piece of work was put through our office and I asked how many copies 
were being made, The reply was "I don't.kmow," It turned out three 
were being made and that six were really needed, That required a new 
start at the typing —- wested work and irritated workers, There should 
have been positive notation on the manuscript concerning the number of 
copies wanted, I make it my own practice to put on the first page of 
a copy not only a statement as to the number of copies I want but aiso 
the stock on which I want it. I have in mind a recent report which we 
got out. First, the number of copies and stock onwhich it was to be 
typed were indicated ~ one original and so many carbons; original on 
regular stock, carbons on thin paper; pages so and so to be typed on 
Canary colored paper, so that the conclusions and recommendations would 
Stand out clearly, Accompanying it were svecifications as to the margins ; 
left, right, top margin and bottom margin, That work came out, although 
a half dozen girls worked on it, completely uniform, On all the stock 
in my private professionel office, a colored line is printed inconspic- 
wously near. the lower left corner, so that the typist imows when she 
turns up that marlz that the bottom line has been reached, Our typed 
manuscriptw always have uniform bottom margins, very page is just the 
Same, Those are devices for giving understanding. 


We undertook in our office the coloring of maps to show the dis- 
tribution of certain social characteristics, Before we knew it the 
coloring had been begun but with no logic in the selection of colors. 
They were just different, No one was responsible because no one had 
been given instructions, We worked ovt a standard whereby gradation 
of color in one direction from the middle of the spectrum meant dif- 
1 ferent degrees of plus, and gradations in the other direction meant 

different degress of minus, A glance at one of these maps makes an 
impressionistic reading easy; Violets, indigos, bules for plus 
Variations; green for neutral; yellows, oranges and reds for minus 
variations ~ as for instance percent of increase or decrease of 
population, 


Speaking of agriculture, I remomber seeing once complete speci~ 
fications worked out by a nurseryman of the Forest Service which gave 
every specification for nursery work; planting seeds, cultivating, thin- 


a ning, and then the transplanting; and the cescriptions of devices for use 





in doing these things - a splendid piece of work, We should have some- 
| thing of that sort in all our work, You must heve it in public works ~ 
a dam and other engineering work, You should have that seme degree of 
engineering in small groups of workers doing simple work, It makes such 
a difference in the responsiveness of the workers and the output. 


“Pe 


Now a few words about facilities - proper apparatus, proper tools, — 
proper flow of work and proper working conditions generally. ie 


The late Wa, H. Leffingwell, a specialist in office management, — 
told me over and over again of his experience in going into the general 
offices of manufacturing plants and having them do this; He would have 
them get out a week of orders and compile the total time of the clerks 
handling those orders during that week, and, dividing the orders into 
the time, get the number of minutes required for handling an order, then 
would take several samples of each type of order and have one girl sit 
dowm and do all of the work necessary on those sample orders and divide 
the number of orders handled into her time, Invariably he discovered 
that she would do the work in, say, 40 minutes per order that the mas 
average showed required 400 or 500 minutes per order, . 


inspection showed a lot of idle time when the work was done by 
the division of labor method, and inspection showed further that idle 
time was caused by these annoying wire baskets in which you put the work — 
When you finish with it. It didn't get moved from one worker to the 
next promptly; it was held in a basket until it was full. He set up a . 
messenger service system; a boy who went arowd continuously and picked — 
Up even one piece of paper in a basket and took it to the next person, 
So that the worl was kept moving along, It reduced the average time for 
handling and everybody was happy about it; the costs of doing the work 
were reduced and the workers could be, and were, paid more. ca 


I ‘mow of another case in the manufacture of small electrical 
parts like the coils in radio receivers, requiring a good deal of hand-— 
ling of fine wire and lots of fine soldering, Col. King Hathaway, when 
he inspected the conditions of management in that plant, discovered how 
great variation there was in the tine required by different girls to 
mate a coil, Sone of the girls were trying to solder tiny parts with 
Soldering-irons which were too large and heavy, That was like trying 
to cut a fine stitch with a big pair of shears, He arranged at each 
workplace a battery of soldering-irons of varying size, and then when 
@ Job order went through for the girl to make a hundred or a thousand 7 
particular coils, that order carried as part of the specification the iia 
number of the soldering-iron, as determined by experiment, which should 
be used, This arrangement mde a great difference in the efficiency of 
eae the burning of fingers, spoiled work, and irritations of other 

inds, : ‘i 


The management mst take care that the tools are the best for the 
purpose, It must take care of the conditions of work — heat, light, 
ventilation, nature of work desk and chair, and so on, ; | 





a 


The question of workers! responsiveness is related to this matter 
of understanding and proper facilities, Mr, A, V. Hill, a distinguished 
English psychologist, has divided fatigue into three types; (1) The “a 
muscular fatigue which comes fror intense muscular effort in a brief 
period, as lifting a heavy trunk from the sidewall onto a truck; 


oe 


(2) the muscular fatigue that comes from very slight effort, but pro- 
longed in time, as holding a book out at arms length for five minutes 
or so; ond (3) emotional fatigue, the fatigue that comes from irrations. 





Have you ever used the conventional commnity pen in the Post 
Office, and said, "That makes me tired"? Have you ever said of your 
superior "He makes me tired"? Have you ever said of a typewriter, "It 
makes me tired"? That reaction of irritation from something that seems 
unsuitable or wrong — the pen or something else that does not work; 
somebody who has said an unkind thing to you - those things make one 
tired, That is a correct use of the English language because it generates 
the same sort of chemical reactions in the blood as do the muscular 
fatigues, 





You can now see that the failure to give workers understanding 
and proper facilities causes failure in responsiveness, in part because 
of lack of understanding itself, and in part because of the emotional 
fatigue which is generated in them, 


Unsuitable conditions and materials, unizind relatianships, 
thoughtless relationships, unjust reiationships, all of these generate 
an emotional fatigue which has a very great effect on the quantity and 
the quality of the output and on good will generally, sometimes generat— 
Peet wWill , 


When once you get this sort of situation in a group, just because 
it is agroup there is a certain contagion which makes it grow, and you 
get a multiplied effect on the output and quality of work, 





In summarizing let us erphasize; 


1. The necessity of giving each worker complete understanding 
of his total situation, of that particular situation in which he finds 
himself, and of detailed conditions of each taslt or job; 


2. The necessity of giving each the proper facilities and an 
understanding of how to use then; 


3. The necessity of avoiding all influences which tend to generate 
emotional fatigue - influences which are innumerable, but generally per- 
tain to lack of understanding, unsuitable facilities and working conditions, 
and discourteous, unitind and wsympathetic relationships. 








These things have to be adapted to particular managerial and 
supervision situations, You must take the principles and have originality 
enough to apply them to your particular situations, 
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Notice in regard to reserve books for the cle 
"Hlaaents of Personnel Aduinistrat ion" 





Books on the list which was distributed at the last lecture will 
be on reserve in room 1052 of the Department Library as soon as they 
can be obtained, They will be available for reference there during the 
day and nay be taken out for overnight use. They cannot be withdraw 
until 4:30 (on Saturday, after one o'clock) but arrangements have been 
made to have the Library open for the benefit of the class each after- 
noon from 4:30 to 5:30 ( on Saturday fron 1 to 1:30). Books must be 
returned early the next morning and some one will be on duty in the 
Library to receive them between 8:30 and 9:00, Books taken out on 
Saturday would not, of course, be returned until Monday morning, With 
Such a large class the problem of giving access to the books for all 
members of the class is serious, although the School has purchased 
several eaies of some of the books, Members will not, therefore, 
be permitted to take out more than one book at a time, On Friday 
afternoons, since the lecture lasts until 6:15, it has been arranged 
to have the Library open from 6:15 to 6:30 for the members who are 
not in the Department of Agriculture, The opening of the Library 
for the hours mentioned above will begin on Saturday, April 13, 1935, 


These arrangements are subject to change according to the demand for 


_ the books, 
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UNITED STATES DEPARTMENT OF AGRICULTURE J: © Vepevaee 


SCHEDULE 
DISCUSSION GROUPS 


ya 


ELEMENTS OF PERSONNEL ADMINISTRATION 


BUILDING ROOM HOUR 
On Agriculture Auditorium 4:45 PM 
pril 29 Interior 6113 3:45 & 4:45 PM 
lay 13 & 27 Civil Service Commission 266 4:45 PM 
Labor 4217 4345 PM 
oe “Geka ease ke oe 
Agriculture 2le Administration 4:45 PM 
Agriculture 5110-A South 4:45 PM 
14 & 28 Commerce 5806 5:00 PM 
Old Post Office Dining Rm. 8th fl. 3345 PM 
Civil Service 266 4:45 PM 
oe oe oe ae ec hee. 
EDNESDAY Agriculture Auditorium 1/ 4:45 PM 
fay 1-15 & 29 Veteran's Adm. 1000 Ariington Bldg. 4:45 FM 
. Internal Revenue 3046 4:45 PM 
ok ke Seok ok ok 
Labor 4217 4:45 PM 
Sey 516, 
* KK KK KOK KOK 
SATURDAY Agriculture 5110-A South 1:45 FM 
lay 4, 18 and 












discussion class is to be held. i al 
mith you as watchmen at the doors of the various buildi nay 
informed that the discussion group was +o be held in the building in question. 


1/ June 5 substituted for May 29. 2/ Friday. 
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Your registration card will admit you to the building where the 
Probably you should also have this schedule 
ngs may not have been 
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SS Ss June 7, “1935 ft 
A good manager need lave’ ohly a general kmowledge of eath’” ' 


kind of work done by Bee aeons ae sections coming under. 
his supervision, 


The apprentice system is‘inferior to the instruction gourse ‘” 
method, : 


The best typo of supervisor in a large unit doing simple . 
standardized work is the Fie ae, bypey* inven oflice 
utilizing mainly research workers is the type. 


Disciplinary probloms very often do not arise out of office 
ee arto se 


In pause tional Send tins zt te not Poaeiblect to do an effective 
Job without es Uae a dot Sayer of shad Nace Mite 


The princinrbador Susorvivion and porsonnel work aro identical 
as between the small group and the large group. 


There is a close relationship between ‘supervisory ability 
and: discip}hinary problenis. © 


In many cases severity of punishment is essential in order to 
brenk the chain of bad habits. 


After all management supervision amounts to little more than 
a teaching job. 


There must be supervision to alleviate emotional fatigue. 
All employees in a group cannot be supervised in like manner, 


In the government service today there is no need for the es- 
tablishment of a formal board of appeals for complaint cases, 


It is fair to an employee to allow him to work his full six 
months probationary period and then if his work is unsatis- 
factory discharge him. 


"Job Analysis" means a study of what must be done to obtain 
objectives previously determined, 


It is unwise to keep records of accomplishment of a group 
secret. 


ie 
ee 


2-0 


habe iat GAY B5, Pee = 
‘ ie eee ex Cae 


16. 2. #i The sintoeae: smo is charactoristically the sociable, tall 
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AM 1, B. No nattor what-nothods:af adjusting complaints you ‘devis isa 
certain friction will develop in ony large organization, 
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Elements of Personnel Administration 


Meixentoeien gon. 2 dime -7, 192 


decording to the lectures it seems thati~ | 


1, @. F. The principles of supervision and personnel work are identical 

88 between the small group and the large group. | 
es 1. F. The most advanced ideas and méthods concerning supervision 
.., and personnel work have been developed in the large enterprises. 


3. 1. F. The apprentice system is inferior to the instruction course 
method, 


4, TT. F. There mst bé ‘supervision to alleviate omotional fatigue, 
5. t. F. Work should be made a game. | 


secret, SP a KON ee ENR SN EY apt) EF Eu oe 


eee’ Lhe employee who is characteristically the ‘sociable, ‘talka- 
tive, immaginative person is called an and the 
person with opposite characteristics, an ine hss 


Sy te es) ALL employees in e group cannot. be supervised in Tike manner, 
9. T. F. The best. type of supervisor in a. Aarge.. unit. doing simple 
standardized work is the _ ~ “types ain an office utiliz- 


ing mainly research workers is the type. 


10. T. F. Ordinarily the primary importance of a job is its economic 
velue. 


11. T. F. The causefor the presence of chronic complaints in a section 
is usually found to lie in the supervisor. 


12. T. F. Defining the objectives of a particular job is another way 
of saying "let the situation give the order." 


13, T, F, In the government service today there is no need for the 
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